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\  METHOD OF DIRECTING THE WORK OF GOVERNMENT 
V EMPLOYEES. 

COMMITTEE ON LABOR, 
HOUSE OF REPRESENTATIVES, 

Washin^to7i, D. C, March 30, 1916. 
The committee met at 10.30 o'clock a. m., Hon. Edward Keating 

(acting chairman) presiding. 
Mr. KEATING. Gentlemen, the committee will be in order. This 

meeting was called for the purpose of granting a hearing on H. R. 
8665, introduced by Mr. Tavennor. This bill, as you know, has been 
favorably reported, but the acting clerk of the committee telephoned 
the members of the committee and arranged for this hearing. 

STATEMENT OF MR. JAMES A. EMERY, COUNSEL NATIONAL 
ASSOCIATION OF MANUFACTURERS AND OTHER ORGAN- 
IZATIONS, WASHINGTON,  D.  C. 

Mr. EMERY. Mr. Chairman and gentlemen of the committee, with 
the permission of the committee I should like to incorporate the bill 
as part of my remarks, in order that you may appreciate the objec- 
tions addressed to its form. 

Mr. KEATING. There will be no objection to that. 

[H. R. 8668, Sixty-fourth Congress, first session.] 
A BILL To regulate the method of directing the work of Government employees. 

Whereas certain executive departments are installing in their respective establish- 
ments new systems of shop management, known by the generic term of "scientific 
management," which have for their purpose the attainment of the maximum 
efficiency from both plant and workmen; and 

Whereas a stop watch is used in timing workmen while at work to ascertain the maxi- 
mum amount of work po&sible for the most capable man in a given time and making 
this the " standard time "in which work must be done, and by a system of premiums 
and bonuses, together with disciplinary measures sufficiently severe to enforce the 
system, this "standard time" is the speed to which all workmen must eventually 
attain if they are to retain their emplojTnent; and 

Whereas experience has shown tliat the American workman by his exceptional celerity 
performs about twice the work performed by the manual worker of other countries, 
with the concomitant condition that the ratio of accidents here is from three to 
four times as high as in other countries; and the tendency of so-called "scientific 
management" through the above timing and bonus features will be to further 
t^ravate the accident disabilities and mortality aforesaid and reduce tlie workman 
to a mere mechanical, instead of a social and moral, relation to his work, and, more- 
over, are unnecessary to secure adequate efficiency of labor; and 

Whereas by a stop-watch time study you maye be able to determine the time in which 
a piece of work can be done, but you do not thereby determine the time in which 
it ought to be done: Therefore 
Bt it enacted by the Senate and HotJM of Representatives of the United Stales of Amirita 

in Congress assembled, That it shall be unlawful for any officer, manager, superintend- 
ent, foreman, or other person having charge of the work of any employee of tne United 
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States Government to make or cause to be made with a stop watch or other time- 
measuring device a time study ot any job of any sucli employee between the starting 
and completion thereof, or of the movements of any such employee while engj^ed 

lon such work.    No premiums or bonus or cash reward shall be paid to any em- upi 
pic oyee in addition to his regular wages, except for suggestions resulting in improve- 
ment or economy in the operation of any Government plant. 

SEC. 2. Tliat any violations of the provLsions of this act shall be deemed a mis- 
demeanor and shall be punished by a fine of not more than $500 or by impriaoument 
of not more than six months, at the discretion of the court. 

Mr. EMERY. I represent, in opposition to the pending measure, 
the National Association of Manufacturers, composed of some 4,000 
members operating manufacturing establishments in many of the 
States in the Union, and a great number of associations who are par- 
ticularly opposed to this proposal, a list of which will be supplied to 
the committee. 

I desire first of all to express on behalf of those whom I repre- 
sent and myself our appreciation of the privilege wliich the com- 
mittee has given us of appearing in opposition to this measure. As I 
understand it, no hearings have been held upon the pending bill at 
this session of Congress, but I was informed that Mr. Tavenner, the 
author of the measure, had made a statement to the committee con- 
cerning it, but as it was not reported, I am not famUiar with the 
attitude assumed by him in support of the jiroposal; I shall therefore 
detain the committee but a very few moments with what I have to 
say, preferring to ask your attention to the testimony of gentlemen 
whose experience entitles them to speak with peculiar authority 
upon the principles of so-called scientific management, which is the 
subject of attack in the pending measure. 

1 he bill that is before you is a highly penal statute, and it under- 
takes to make criminal and to punish by fine and imprisonment acts 
which in themselves are certainly of an innocent character, and which 
either must indicate a malicious intent or must result in an end so 
injurious to the public weKare that in the judgment of this com- 
mittee it has been necessary to attach, even in the employment of 
these methods by officers or employees of the Government, the 
penalty of fuie and imprisonment. 

What is it that is penalized 'i The thing forbidden by this measure 
is the use by any officer or person having charge of the wojk of any 
employee oi the Government of the United States of a stop""watch or 
other time-measuring device for the purpose of making a time study 
of the job of any Government employee between the starting and 
completion of it, or of the movements of that employee while engaged 
on such work. The payment of any premium or bonus or cash 
reward is forbidden under penalty of six months' imprisonment or 
$500 fine as a maximum, except for suggestions resulting ui improve- 
ment or economy in the operation of the plan. 

Mr. DENISON. Right there, the bill reported out had a sfight 
amendment. 

Mr. EMERY. I have not seen that, of course. 
Mr. DENISON. There was an amendment inserted there which ui 

substance reads, "for the purpose of fixuig a service standard of the 
employees." 

Mr. EMERY. YOU mean that no premium, bonus, or cash reward is 
to be paid for the purpose of fixuig a standard? 
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Mr. DENISON. NO stop watch or other device shall bo used for the 
purpose of fixing a service standard of the employee. That was 
inserted in the bill as reported out. 

Mr. EMERY. Where would that language go in ? 
Mr. DENISON. After the word "work," change the period to a 

comma in lijie 9. I will state further that the bill was amended in 
three particulare, as I remember. In the first place, all the wheroases 
were stricken out, and on line 7, on page 2, insert in lieu of the word 
"service" the word "system." 

Mr. EMERY. Time-measure system ? 
Mr. DENISOX. Yes; instead of the word "service," and in line 9, 

on page 2, the period after the word "work" was stricken out and 
the comma inserted in lieu thereof, and after the comma the following 
words: "for the purpose of fixing a standard of service requirements 
for such employees.' In that form the bill was favorably reported. 
All of thewnereases were stricken out. The introduction of tne bill 
still remains. The recital still remains. I do not know that these 
amendments change the bill except they define and limit it in a 
sense, and simply prohibit the use of those stop watches and other 
timing systems being used for the purpose of fixing a standard of 
service requirement. 

Mr. EMERY. AS WC view it the changes do not substantially affect 
the purposes of the measui-e or its effect upon the a)){)iication of 
engineering science to industrial production. The exclusion of the 
preamble is, of course, morelv the exclusion of what may be con- 
sidered as argumentative as distinguished from the penal language 
of the statuts itself, so I shall assume, for the purpose of argument, 
that the preamble supplied at least the chief ar^umont of the author 
in support of the statutory suggestion compreTieiiding the body of 
the bill. 

Mr. DENISON. I made a motion to strike those preambles out 
because I (Ud not think they had any business in the bill. I thought 
they would be stricken out on the floor of the House anyhow. 

Mr. EMERY. I can of course understand the preamble has no busi- 
ness in a statute. It inerelv i)refaces the bill just as an argument, 
so you mav at once have a legislative proposal and the argument to 
support it m on.'> statement. 

One strikuig provision of the measure to which the attention of 
the mind inevitably turns is the exception from the prohibition of 
the payment of any premium, bonus, or casli reward in favor of any 
"suggestion resulting in economy or improvement in the operation 
of any Government plant." By implication the exception leaves it 
open to the Government, or to the officer representing the Govern- 
ment, to pav a cash reward or a premium or a bonus for any sug- 
gestion resulting in improvement or economy of the plant if made 
by an employee, whQe, of course, in the same breath it forbids the 
doing of certain acts which, in the practice and experience of those 
charged with the superintendence and du-ection of the Government 
plant, have been presumed and, as they believe, demonstrated to 
contribute to improvements and to economy in the operation of the 
plant. 

It seems to us that, assuming the preamble to be an argument on 
behalf of tlie measure and to suDstautially state what, in the absence 
of any other record, I must assume to be the brief of the proponents 
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of the bill, that such assertions arc predicated, with the exception ol 
the first paragraph, on gratuitous presumptions that arc unproven and 
improvable. We deny absolutely that scientific management, under- 
stood as it is and not as it is represented to be, uses a stop watch for 
the purpose of timing workingmen to ascertain the maximum amount 
of work possible for the most capable man in a given time, or to make 
this standard time in which work must be done, or by any system 
of premiums or bonuses, together with disciplinary measures suffi- 
ciently severe to enforce sucn standard time as the speed at which 
all workmen, or any workman, must eventually attam. We deny 
that "experience shows that the American workman, by his expe- 
rience, his exceptional celerity, performs twice the work performed 
by the manual workers of other countries, with the concomitant 
conditions that the ratio of accidents here is from three to four times 
as high as in other countries," or that the tendency of so-caUed 
scientific management or of time studies or of bonus features tends 
"to aggravate the accident disability and mortality aforesaid, and 
reduce the workmen to a mere mecfianical, instead of a social and 
moral, relation to his work," and are unnecessary to secure adequate 
efficiency of labor. And we deny especiaUy that'' by any stop watch 
or time study you are able to determine the time in which work can 
be done, ancf do not thereby determine the time in which it ought to 
bo done." 

With respect to the number of accidents charged, I respectfully 
call your attention to the uncontradicted assertions of the Chief of 
Ordnance having charge of the work of the Government depot, that 
the percentage of accidents in Government plants among those work- 
ing under the premium system is less than those engaged in day's 
work. That statement has been reiterated by Gen. Crozier in his 
public testimony, and I have never seen any statement of fact to 
refute it. 

I furthermore beg to call your attention to the fact that so far as 
any testimony before your committee is concerned, and so far as any 
investigation made by this committee or any committee representing 
it, there has been no condemnation of any sj^stem or of any time 
study or of any premium or bonus method in operation in the only 
Government plants in which time study and premium payments have 
been in operation, that at Watertown since 1909. 

I observed from the testimony of Gen, Crozier that he has fre- 
quently pointed out that while the very able subcommittee of this 
body which investigated this matter very thoroughly in 1911 and 
1912, when the subject was first brought here to your attention, when 
making investigation of the Watertown plant, did condemn practices 
which it believed did not arise out of scientific management, but which 
were apprehended but not found by the committee to exist, either 
as a part of the sj^stem or as a fact of operation in the Government' 
plant, and which Gen. Crozier has repeatedly stated in his testimony, 
if they did exist, would have been condemned by the Ordnance De- 
Eartment as quickly as they would be by the committee, as well as 

y all just and intelligent men. 
So that it seems to us that the testimony before your committee, 

80 far as we have been able to find it in condemnation of a speculative 
possibility or of abuses that might creep into a system, are appre- 
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hensive, but no committee or subcommittee of this body has found 
as a matter of evidence that they exist. 

ifr. DENISON. It was represented to this comnuttee here when this 
matter was up that those things did exist. 

Mr. EMERY. YOU mean to this committee in the hearing on this 
bill at this time? 

Mr. DENISON. Yes. 
Mr. EMEKY. Was there any record kept of that testimony ? 
Mr. DENISON. I do not know anything about that. 
Mr. EMERY. I found no testimony in connection with the matter 

before the committee. 
Mr. NOLAN. I find plenty of testimony to that effect in the hearings 

held before the Sixty-third Congress. 
Mr. DENISON. It was understood that we should consider that 

hearing in the Sixty-third Congress as before this committee. 
Mr. NoL.\N. The statement was also made here that this was 

brought to a head in the Watertown Arsenal by a strike, which was 
investigated by a subcommittee of the Committee on Labor, and that 
they went back to work at the request of the War Department. 

Mr. EMERY. I assume, Mr. Nolan, that was the investigation of 
1911 and 1912« 

Mr. NOLAN. That is the investigation you liave referred to. 
Mr. EMERY. Well, Gen. Crozier has recently stated—this is a very 

recent statement^—in an address delivered before the Philadelphia 
School of Commerce and Accounts—— 

Mr. NOLAN. Gen. Crozier also appeared before this conmiittee and 
his testimony is printed, and at the same time men from the Water- 
town Arsenal were here and told of the conditions that existed at the 
Watertown Arsenal. Gen. Crozier also appeared before this com- 
mittee and admitted, in answer to a question of mine, that he never 
gave men in the Watertown Arsenal the same consideration in the 
old day-wage system as he did under this so-called scientific-manage- 
ment system and gave no reason whatever for the discrimination. 
They would allow only 10 men out of all the first-class machinists 
to enter the first class but would admit 100 per cent of the employees 
there under the premium-and-bonus system to first class. 

Mr. EMERY. I trust the committee will distinguish between an 
objection aimed at the philosophy of a system and one aimed at its 
administration. The argument there seems to be that the system was 
so good that everybody wanted to share in it, not everybody  

Mr. NOLAN. The question is not that the men arc not entitled to 
enjoy it. or prefer to enjoy it. but Gen. Crozier admitted, iu answer to 
a question of mine, that he did not allow them to go into the first class 
and gave no reasons whatever for it. It is in tha testimony taken 
before the Sixty-third Congress. 

Mr. EMERY. Of course, what this bill attempts to do is to prevent 
that time study, so the time study must be assumed to be bad in 
itself, otherwise it would be remarkable that any committee would 
make an otherwise innocent act a criminal one. If it was a bad thing 
in itself in connection with the performance of Government work, 
then it should be made a criminal act generally. 

The position of the gentlemen who appear before you to-day is that 
they are interestt^d in this matter, and their interest is one which at 
first may appear remote and indirect, yet is very intense and direct, 



8 METHOD OF DIRECTING WORK OF GOVERNMENT EMPLOYEEfS. 

not merely as citizens of the United States interested in the economic 
and efficient operation of Government plants, and particularly at a 
time like this when preparation for military and naval preparedness 
is occupying attention and when efficiency in Government establish- 
ments IS a thing to be especially sought, but these gentlemen represent 
both in the maimfacturing world and in the engineering profession tlie 
intensive study of the application of engineering knowledge and skill 
to the conservation of human energy and the promotion of efficiency 
in industrial production. To them scientific management is a labor- 
saving device. It represents, as they believe, the furthest progress 
that has yet been made by an application of knowledge, skill, pro- 
fessional study, and experience to the doing of something which has 
certainly been the prime effort of the human race since the begimiing; 
to so develop, so midtiply human power through the tools which the 
human hand and the human mind can devise, use, and (Hrect that 
there shall be a constantly increasing ratio between a given exercise 
of human energy and the amount of production resulting therefrom. 
The great distinction between barbarism and civilization, materially 
speaking, is a distinction based on the ever-increasing production 
which the machinery of civilization in every form, not merely that of 
mechanical appliances, supplies. 

Mr. NOLAN. Is not that just exactly where the quarrel comes ? It 
is not against the introduction of labor-saving machinery or labor- 
saving devices, but it is applying the stop watch and other time- 
measuring devices to the human element involved. 

Mr. EMERY. Very well, I shall not undertake to enter into an 
argument on that matter with you, Mr. Nolan, because those gen- 
tlemen who have made those features of efficiency measure a life 
study win testify with much more authority than I. 

Mr. NOLAN. The reason I brmg that up at this time is that you 
were just touching on that point. 

Mr. EMEKY. I am laying down an ultimate principle. I could 
reply to that, of course, by saying that the human factor directs the 
machinery; the human factor is the dhecting force in every human 
operation. You gentlemen think nothing wnatever of the applica- 
tion of the stop watch in the practice of gunnery, where a gim crew 

Eoint a gun and hit a target, the two elements of time and accuracy 
eing essential. Naval officere work with watcli in hand on the 

deck of ship to direct that fire, not with any thought of pressing the 
human act to its top speed, but with the idea of ascertaining by 
analysis not only the time in which a thing can be done and can be 
best done, but, by dividing it bito its elements and ascertaining how 
best to do it, to eliminate the waste human motion. Human time 
is the most valual)le thing any of us possess. 

Mr. NOLAN. YOU wiU agree, of course, that there is no comparison 
between gun practice and a man working 8, 10, or 12 hours a day 
300 davs a year or longer ? 

Mr. EMERY. I think the comparison is to the great advantage of the 
application of any system that conserves human energy in the factory 
as against the sporadic burst of speed uivolved in a gun trial. 

Mr. NOLAN . Which is sporadic ? 
Mr. EMERY. Yes; of course it depends on circumstances of the 

battle. 
Mr. COOPER. May I ask a question here? 
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Mr. EMERY. Yes; certainly. 
Mr. COOPER. This provision which says, "no premiums or bonus 

or cash reward shall be paid to any employee in addition to his regular 
wages," would that cover a private establishment that was miumfac- 
tunng supplies for the Government ? 

Mr. EMERY. Not in the form in which it is now drawn, of course. 
Mr. COOPER. The reason I ask you, there is one firm in the city in 

which I live, they employ union men there, they work them eight 
hours a day, and I noticed in the papers some time ago that the 
Government wiis talking about having this firm manufacture shrapnel 
sheU casings for them, and that the company that operates this 
manufacturing industry had offered an inducement to the employees 
in the shape of bonus to try to turn out more sheU casings every clay. 
I was wondering whether this would have any effect on that estab- 
lishment or not if they were making Government munitions. 

Mr. EMERY. It would have a serious effect on them if they were 
usbig such methods in a private establishment and Congress were to 
conclcnm them in a public establishment, because I insist, and will 
cheerfuU}' admit, so far as we are concerned, that if a time study and 
a premiiun payment is a bad thing in a Government establishment, it 
is a bad thing in a private establishment, and if it is a good thing in 
a private establishment it must be a good thing in a Government 
establishment. If it is predicated upon an advance of human know- 
ledge that applies the highest professional skill, experience, and learn- 
ing to the improvement of efficiency in production it is a good thing. 
Now if this is a bud thing for Government employees it is a bad 
thing for private employees, and if tliese tilings are condemned by 
Congress, the public will naturally say, aiul will properly saj-. that 
scientific methods applied to j^roduction is a thing that ought to be 
condemned in jirivate employment because it is condenmcd in public 
employment. I do not discuss the legal side of this, because I 
think there are certain difficulties in applying such a measure as this 
to private employment. 

Mr. COOPER. The reason I asked you this question was because 
this firm, the William Taught Co., engineers and manufacturers at 
Youngstowu, Ohio, a very good firm with their workingmen, in fact 
they voluntarily give their workmen an 8-hour day and pay them, 
I think, higher wages, or as high as paid in any part of the country. 
As I said, I was wondering whether this would work any hardship 
or not on that establishment there in the city of Youngstown. 

Mr. EMERY. I say it works in an indirect way, as I see it. The 
terms of this biU apply only to persons having charge of the work of 
Government employees. Of course, a man is not a Government 
employee when he is working in a private establishment for a private 
owner, although he produces for the Government. If this applied 
to the person directly  

Mr. COOPER. That is what I wanted to find out. 
Mr. VAN DYKE. Along your line of argument, how do you explain 

the situation that exists at the present time where on Government 
contract work they are supposed to work only 8 hours a day, while 
usually the shops run 10 hours a day. If it is a good thing for private 
employees to work 10 hours a day, why not have the 10-hour Gov- 
emmeiit service; and if it is a good thing for the Government shops 
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to run 8 hours a day why do not tho private employees work only 8 
hours a day? 

Mr. EMERY. It does not follow that because the Government is 
not as economical in the operation of a plant as a private employer 
that it is a good thing for the private employer to imitate the Gov- 
ernment. 

Mr. VAN DYKE. DO you contend this is economical for private 
employers ? 

Mr. KMERY. I contend more than that, if I can over get to that 
point. 1 intended to make a very brief statement and turn you over 
to witnesses who can speak with so much more authority than I. I 
do, liowover, want to point out to this committee one of the principal 
objections, and many of those I do not care to dwell upon because 
they will be discussed by men who will speak with greater right and 
experience than I can. But in its essence, this is what is so seriously 
objectionable in this whole proposal. We believe, gentlemen, that 
you are penalizing efficiency and penalizing it at a time when efficiency 
is of more worth to the American people and of greater necessity than 
ever before in their historv, both from the standpoint of military and 

\ ndustrial self-defense. We believe that this measure by penalizing 
those things which human knowledge, professional stutfy, and skill 
has developed and applied with surpassing success to pro(hiction for 
tho benefit, as we assert, of employer and employee and of thp general 
ftublic, because of the saving which flow from it, is pftnalizing pro- 
essional knowledge and progress. You are making the engineer who 

applies his talent and skill to the study and application of engineering 
science to industrial production, a criminal when he e.KOrcises it. You 
are saying to the Go\'ornment official wlio undertakes to exercise his 
skill and knowledge for the benefit of the Government and the people 
who compose it, and who, as a result of his exparience acciuircd from 
these studies, applies his knowlegde for the purpose of improving the 
condition of the Government employees and decreasing the cost of 
governmental production, a criminal when he improves the pu1)lic 
service. 

You say to the engineering sciences, "If vou pursue to the logical 
end the deductions of vour knowledge ami apply your experience, 
you are a criminal." "iou are penalizing efficiency, you are encour- 
agmg waste, you are supporting the very tendencies tnat ought to be 
antagonized and destroyed in American life. 

If it is true that this system results in injury to the workmen, then 
this system ought to be abohshed. If it results in benefit to the work- 
men, it ought to be sustained. But we respectfully submit to this 
committee that before theypenalize innocent acts the value and benefit 
of which we can demonstrate to any committee by overwhelming tes- 
timony, not merely from engineers, not merely from employers, but 
you shoidd hear the testimony of some of the hundreds of workmen 
and workwomen who are operating under this system in various parts 
of the United States and who will give their testimony here under any 
conditions you may wish to make. 

Mr. DENISON. Right there I want to make a statement that so far 
as I, myself, am concerned, and I think others take the same view 
of it, it was on the theory that it was injurious to the individual 
workman to apply the system and not beneficial. So far as I am con- 
cerned that was the question involved. 
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Mr. EMERY. Of course the gentleman can see that obviously no man 
wants to establish in his plant a system injurious to his workmen. 
Why, if he were the most degraded brute, he would be destroying 
himself by his own selfishness. 

Mr. DENISON. Excuse mo for interrupting you again, but it was 
not contended that any one would purposely injure an individual, but 
the contention was made to me, or in my presence, that in the appli- 
cation of this system they took the highest standard as a standard, 
the highest results as a standard, and that m the ultimate applica- 
tion of the system the tendency was to destroy the vitality of the 
workman. 

Mr. EMERY. I say that is utterly denied. 
Mr. DENISON. That was the theory presented to me; that was the 

theory on which I favor the bill. Now, if I can be convinced other- 
wise  

Mr. EMERY. I know the popular misapprehension of scientific 
management. I think it has ncen misunderstood by people sincerely 
deluded, and perhaps by others desirous of misrepresenting it, because 
this system docs increase human ])roduction. It does increase human 
capacity to produce and to produce with the least exercise of effort, 
and if it does that there are those who will oppose it, because there has 
been an age-long fight against every tool and every machine and 
every tendency that has undertaken to mechanically increase pro- 
duction. Samuel Arkwight hid his loom. The very father of 
textile progress was followed by mobs because it was feared by the 
suspicious workingmen of his day that it meant depriving tiie hand 
loomer of work for all future time. You can read to-day the resolu- 
tions of the men engaged in carrying passenger traffic, on the Hudson 
River, who expressed themselves as opposed to the steamboat which 
Fulton invented. You can read to-day in McMaster's History of the 
United States, the opposition expressed to the first steam raihoads by 
the stage driver, and if we are to oppose the advance of himian science 
and human knowledge and the application of human experience 
because it tends to increase production on the mistaken theory that 
there is only a given amount of work to be divided among mankmd, 
and not that the man carries in his own person the sole iimd out of 
which he is to pay his way in fife, there can be no progress materially, 
for without a continually increasing efficiency, not only on the part 
of labor but especially on the part of the directing forces of capital, 
progress ceases. 

Mr. DENISON. Right there is the very meat to the whole proposi- 
tion. They did not appear here in opposition to this on the ground 
that it increases production, but it was thought, or so represented at 
least, that any system, although it does increase production, if it 
does so at the expense of the human machine it is not a good thing 
although it does increase production.    What do you think of that? 

Mr. EMERY'. I accept it absolutely. If this were a method the 
effect of which was to mcrease production at the expense of the human 
being who participated in it, it is a bad system. 

Mr. DENISON. That was the question in my mind that was in- 
volved in this whole controversy. 

Mr. EMERY. On the contrary, we intend to show you gentlemen 
that the purpose and effect of this system, as it is in actual operation 
in himdreds of private plants in this country-, is to save human 
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enei'gj', to show every man how to do his work in the best way, by 
submitting his operation to the study of experienced and skilled en- 
gineers. For there is a distinction between the men who do the 
work and the men who plan the work; that it is the application of 
what may be called engineering science to industrial production: and 
it provitles that when an operation is be^m it has been predeter- 
mined in every step what shall be done, and the relationship between 
the material, the human element, and the mechanical has been extab- 
lished all the wa}' through. 

We do not forget, we will readily admit, that like every human 
science and every human application of knowledge or skill or power 
it is capable of abuse. There is not anything good that is not capable 
of abuse. Government itself is capable of abuse, and the historj' of 
mankind has shown its constant aouse more than anj^ other great 
power, yet we can not do without government. Knowledge has been 
abased, yet the world can not live without knowledge. Skill has been 
abused, yet the world can not exist without skill. 

If it bo said on the other hand that this result or that result is 
undoubtedly increasing the skill of unskilled men, so that unskilled 
men can do tlie work that skilled men did before, that is an advance 
in human knowledge and human science. If we could discover any 
way to eliminate disease from the world, would we argue that disease 
ought not to be eliminated because doctors would be deprived of 
their livlihood? If we could get along without lawyers, could my 
profession make an argimient against the improvement which did it? 
Anything human knowledge can lend to the human race to properly 
increase its efficiency or its productive capacity, has improved and 
benefited all of the human race, because I believe j'ou can not define 
prosperity in any other way than by describing it as an abundance of 
commodities fairly distributed among those who produce them, and 
there can not be any abundance \mless there is increased production. 

Mr. KEATING. Can you state whether or not scientific shop man- 
agement takes into consideration how long a man can live speeding 
up to his highest capacity "i 

Mr. EMEHY. There is an implication, of course, in your inquiry, 
Mr. Chainnan, that indicates that you believe that scientific shop 
management undertakes to speed a man up to his highest capacity. 

Mr. KEATING. I believe it does. 
Mr. EMERY. We are trying to offer you evidence to the contrary. 
Mr. KEATIXG. My experience with it leads me to believe that. 

When you put a stop watch on a man, you  
Mr. E.MERY (interposing). You are considering the stop watch to 

be used solely to determine how fast tlioy can go. 
Mr. KEATING. Then set the pace for the othei"s. 
Mr. EMERY. That is precisely what the system does not do. We 

utterly deny it. That is a matter we desire to give you testimony 
upon. 

Mr. KEATING. Of course, you speak theory and book knowledge. 
You have no practical knowledge as to what your condition would 
be after working a month at highest speed ? 

Mr. EMERY. I am offering the testimony of the gentlemen who not 
only direct time studies but who have worked under them, and we 
are ready to oifer you the testimony of many people who do work 
under them.    I tell you again, Mr. Chairman, we do not deny that 
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any system is capable of abuse, but because a man can say here and 
there abuses exist, that may be evidence for its reform, but not for 
its abolition.    Under any system of daily pay, under any system of 
Eicce work, under any 6, 8, or 10 hour da}% there is the same possi- 

Uity. That is not eliminated by eliminating time studies, because 
I thmk we shall be able to demonstrate to you that the purpose of 
time study is not to ascertain how fast a man can work, what his 
maximum speed is. and then keep him at it until exhausted and 
worked out. If that is what it means, it ought to be damned, and 
every witness here will agree to that. 

Mr. KEATIXO. I do not know that they mean it, but I am con- 
vinced that is the.ultimate result. 

Mr. EMERY. Then you apprehend a fear of it in the end? 
Mr. KEATING. From my own experience. 
Mr. EMERY'. It was feared that when we got the mechanical loom, 

that we were going to do away with the men who worked with the 
hand looms. 

Mr. KEATING. That argument does not apply. 
Mr. EMERY. It was feared that when we got a machine for making 

shoes that the shoemakers were going to lose their living. If we 
are going to that argument, we must give up the thrashing machine 
and go back to the nail; we must give up the sewing machine and go 
back to the needle and thread. 

Mr. DEKISON. That involves a displacement of human labor, a 
spreading out of luiman lalior. I think there is a distinction there. 
I do not think any of us would or could argue against scientific dis- 
placement of liuinan labor if it could increase efliciency and time 
production. But the question tliis bill involves is the speeding up 
and the increasing of the amount of work an individual can do, 
rather than the displacement of human labor. Your illustrations 
have to do rather with the displacement of human labor. 

Mr. EMERY. Those particular illustrations, of coui-se, were directed 
to another matter. I do not want to take the time of this committee 
further. I have trespassed far more than I desired, because much 
more important witnesses than myself will be presented to you. 
But I wanted to outline this po.sition and make it plain, and 1 trust 
you gentlemen recognize, and 1 am sure you do, that if tliis is a bad 
tiling in Government management, it would be a bad thing in pri- 
vate management, and if it is a good tiling in private shops it must be 
a good thing in Government shops. 

And it certainly is the duty of the Government not to discourage 
and not to penalize, but to encourage, approve, and promote efficiency 
rightly understood, and any attack upon a thing wliich in itself 
promotes that efficiency, not at th(> expense but at the conservation 
of energy, is a thing which this committee ought not to condemn, 
but a thuig it ought to encourage and approve. 

Ml'. COOPER. May I ask you one question ? 
Mr. EMERY. Yes, sir. 
Mr. COOPER. We have a firm in the city in which I live which pays 

a bonus every year. I think this year they paid about half a milUon 
doUars bonus to their employees. Do you think a bill of this kind 
would have a tendency to do away with that bonus in private estab- 
lishments ? 
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Mr. EMERY. It does away with it in public eetablishments; there is 
no question about that. 

Mr. COOPER. DO you think ultimately it would reach into private 
plants * 

Mr. EMERY. The terms of the bill do not reach private plants, but 
by its example it does. 

Mr. NOLAN. YOU know there is not such a parallel case, where the 
Goverimient itself pays a bonus at the end of the year, as stated by 
Mr. Cooper. 

Mr. EMERY. There is not now, but theie is nothing in the future to 
prevent it, providing this committee does not prohibit it, and put the 
man in jail who suggests it or does it. 

Mr. NOLAN. The only thing which wiU prohibit it m that the Ap- 
propriations Committees of Congress do not look with much favor 
on those payments. 

Mr. COOPER. Here is what I had in view. If it be a violation of 
the law for the Government to do that, it would not look very well 
for a private establishment to do it, would it? 

Mr. EMERY. If the Government saj's it is a thing to be condemned; 
if the Government says a man ought to be put in jail, being an 
officer of the Government if he, as your former bill says, recommends 
the payment, or as this bill says, pays or promises a bonus other 
than wages, then certainly it is a bad thing in a private establish- 
ment, but, of course, it goes on in private establishments, and this 
would tend to discourage it. 

If the committee believes that the man who pays a cash bonus to 
an employee at the end of the year is a man who ought to be made a 
criminal, that ought to remain there. 

Mr. KEATING. IS that statement quite fair? Congress, we pre- 
sume, wants to enforce the provisions of this law. 

Mr. EMERY. Yes, sir. 
Mr. KEATING. It does not want an}' j)ublic official to evade the 

provisions of this law. A public official who seeks to evade the will 
of Congress is to be punished for evading his instructions from his 
superior officers. That has nothing to do with what may be done 
in private establishments. It is simply a method by which Congress 
undertakes to enforce its instructions to the emplo^'ees of thee 
Government. 

Mr. EMERY. Why does Congress undertake to do it, Mr. Keating? 
Mr. KEATING. Because Congress undertakes to eliminate this par- 

ticular thing, this practice, in Government plants. 
Mr. EMERY. If it is a bad thing for an officer of the Government to 

pay a cash bonus at the end of the year to stimulate a man to per- 
form his work, why is it not bad a thing for a man in a j)rivate plant? 

Mr. KEATING. If you do it under conditions which affect the body 
of the employee, his physical well-being, his mental well-being, then 
it is a bad thing. 

Mr. EMERY. Whatever your reason for doing it, if it is a bad thing 
for a man to do it in a public establishment, why is it not equally a 
bad thing in a private establishment ? 

Mr. KEATING. That is true. 
Mr. EMERY. Of course, that is apart from the time study. This is 

a separate proposition. 
Mr. KEATING. But this has to do with Government work. 
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Mr. EMERY. Surely. 
Mr. KEATING. And at times it has been suggested that Govemraent 

officials seek to evade the regulations laid down by Congress. 
Mr. EMERY. Of course, it throws us back always on the original 

f reposition, that the thing itself either is a good thing or a bad thing, 
t either ought to be encouraged or discouraged. It either ought to 

be penalized or approved. If the payment of any kind of bonus or 
premium is a thing that ought to be penalized in a public establish- 
ment, then the pa3'ment of a bonus or premium ought to be discour- 
aged in a private establisliment. 

Mr. DENISON. I think that situation  
Mr. EMERY (interposing). Here is a perfect parity between the 

conditions of production. 
Mr. VAN DYKE. The people whom you represent, do they take the 

same stand for tlie same reasons in opposing this bill as they did 
when they opposed the right of Government employees to appeal to 
Congress and to organized 

\ir. E.MERY. The association that I represent never opposed the 
right of Government employees to appeal to Congress. 

Mr. VAN DYKE. We liad a little hearing about five years ago before 
the Civil Service Reform in the Committee on that very subject, the 
right of Government employees to organize, and under section 6 of the 
approj)riation biU of 1912, known at the time as the Lloyd bill, and 
was aiterwards incorporated m that appropriati(^n bill. Probably my 
memory needs jogging, but if I remember rightly, you appeared before 
that committee opposing the Lloyd billi 

Mr. EMERY. I did, Mr. Van Dyke. 
Mr. VAN DYKE. AS representing  
Ml'. EMEKY. I appeared and opposed it on the ground thdt we ought 

not to permit organized unions lor the purpose of coercing the Gov- 
ernment by threat of strike.    I take that position to-day as 1 did then. 

Mr. VAN DYKE. That did not imply forcing the Government by 
strike. 

Mr. EMERY. As the bill was then drawn it imphed it; but to my 
recollection it was clearly shown that not only had there been strikes, 
but, as Mr. Morrison put it at that time, there was no reason why, if 
one man desires to '"resign" and exercises that right, that many men 
could not exercise the same privilege and effect a wholesale resigna- 
tion of Govoniment employees for the purpose of securing from the 
Government concessions by what was notlung else than a strike. 

Mr. VAN DYKE. The Government employees made the statement 
at that tune that they did not believe in a strike, and they have never 
struck since the time they were organized. 

Mr. E.MERY. This biU is predicated, as the gentlemen say, on an 
apprehension, and my argument is predicated on the very serious 
apprehension that the testimony supported that belief, but at this 
point, with your permission, I should like to present these other 
gentlemen. 

Mr. NOLAN. Your organization is composed of 4,000 members? 
Mr. EMERY. Four thousand members, maimfacturers. 
Mr. NOLAN. Largely ninnins; manufactm-ing estabUshmonts ? 
Mr. EMERY. Substantially all. 
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Mr. NOLAN. DO you know what percentage (I presume it is a 
question pretty hard for you to answer), but do you know what per- 
centage of the members of your association has adopted the policy of 
scientific management 'I 

Mr. EMERY. That would be a very difficult question to answer. 
I should saj-, generally speaking, from my e.Knerionce with tho 
membership, that there is hardly a plant m wnich the principle 
behind scientific management is not more or less in operation, ana I 
would say that it was successful and that its employees' relation with 
the management were good almost in proportion to the adoption in 
whole or hi part of the principle. 

Mr. NOLAN. That is it, in whole or in part. Do you know how 
many of the establishments have apphed the stop-watch and time- 
measuring element of tho so-called scientific management system? 

Mr. EMERY. I could not say that, Mr. Nolan, but the practice is 
general, and let me say there I do not want to repeat again the ver3^ 
remark I have made about the misreiiresentation of the use of that, 
because quite apart from the fact of cicaling with the liuman element 
in the production j-ou must remember that the employer is under- 
taking all the time to ascertain cost. lie wants to know all the time 
what it costs to produce his commodities, and the element of time in 
the labor operation as an element of cost is of a very important 
character. Mr. Hurley, of the Federal Trade Commission, is at the 
present time engaged in an endeavor, on behalf of the Trade Com- 
mission, to convince the business men of the United States that they 
need a far more efficient system of cost accounting and that the}'' 
must know what every item of production costs, and that until they 
do that they are not in a position to do intelligent business. So ho 
says he wants efTicient cost accounting with the time element con- 
sidered, while at this end of it you are forbidding the thing he says 
we must have. 

Mr..NOLAN. You could not give us any idea, though, in applying 
the principle of scientific management to the establishments, how 
many of them have applied the stop watch ? 

Mr. EMERY. Other gentlemen who come after me can speak on that. 
Mr. NOLAN. DO you know anything about a movement which has 

been started in opposition to this bill: a general movement, sending 
out circulars and fonn letters opposing this measure and asking 
people to forward their protests to Congress ? 

Mr. EMERY. I do not know of any particular movement. I know 
of a number of organizations and I know of a number of individuals 
who feel an intense interest in it. 

Mr. NOLAN. DO you know anything about a boom that has been 
started for that purpose ( 

Mr. EMERY. I do not know what you maj' have in mind, Mr. 
Nolan. I know there are a number of movements. I moan by that 
various associations that are interested in this matter, associations 
of manufacturers, are doubtless calling it to tlie attention of their 
members. 

Mr. NOLAN. I mean to tho pubhc generally, iudiscriminately, 
whether manufacturei-s or business men, asking them to protest? 

Mr. EMERY. There has been so much talk atjout it, and some of 
these gentlemen here can probably tell you about some aspects of 
that. If you can specify in any way as to any one particular circular 
I will tell you at once whether I know of it or not.    I am not under- 
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taking to avoid an answer to your question, but I simply do not know 
the particular movement you refer to. 
• Mr. NOLAN. Inhere are two gentlemen that have sent out letters 
asking contributions to the expenses of a committee of 10 to oppose 
legislation antagonistic to  

Air. EMERY. Who are theysigned by? 
Mr. NOLAN. One bv Mr. W. B. Ricnardson, 42 Wall Street, the 

other by Mr. Henry It. Towne, 49 Wall Street. 
Mr. KMERY. Mr. Henry Towne is on my right, and Mr. Richardson 

is also present in the room. 
Mr. NOLAN. We shall be glad to get that information from them. 

One further question, Mr. Emery: Have you read about all of the 
reports of investigations conducted into scientific management? 

Mr. EMERY. I have been generally familiar with them ever since 
they began. 

Mr. NOLAN. Have you read the report of Prof. Hoxie? 
Mr. EMERY. His last report? 
Mr. NOLAN. Representing the Federal Commission on Indu-strial 

Relations, the final report? 
Mr. EMERY. Yes; I have read his book. 
Mr. NOLAN. I mean the report made to the Commission on Indus- 

trial Relations by Prof. Hoxie, Mr. Frye, representing organized 
labor, and Mr. Valentine, representing the scientific management 
experts. 

Mr. EMERY. Mr. Hoxie's report had not been made to the Federal 
commission at the time. He filed a complete report since then and 
it has been published in the form of a book. 

Mr. NOLAN. The official report is contained in the final report of 
the Commission on Industrial Relations, pages 200 to 237. 

Mr. EMERY. That is not the complete report, Mr. Nolan. 
Mr. NOLAN. It is their complete report to the Commission on In- 

dustrial Relations.    Whatever is written outside of that was because 
they were confined to 24 pages. 

Mr. EMERY. They pubhshcd a very elaborate and interesting book, 
from Appleton & Co., within seven months. 

Mr. NOLAN. This is the official report to the Federal commission. 
Mr. EMERY. It was obviously the minority of the committee. 
Mr. NOLAN. It was approvetl  by the whole committee and so 

stated.    I mean by the committee appointed to deal with this ques- 
tion. 

Mr. EMERY. I mean by the committee on industrial relations, it 
was approved by a minority of that committee. 

Mr. NOLAN. Mr. Valentine was picked from among those recom- 
mended by the scientific-management experts. 

Mr. EMERY. Picked by whom? 
Mr. NOLAN. Selected by Prof. Hoxie. 
Mr. EMERY. I know he represented the employers generally; ho 

was so-called, but I do not know what his qualifications are as an 
expert. 

1 want to present Mr. Henry R. Towne.    He is an eXf>erienced 
manufacturer, an engineer widely known  throughout  thd  United 
States and one who has given a very groat dojil of timj to the study 
of scientific management. 

80103—16 2 



18      METHOD OF DIRECTING WORK OF GOVERNMENT EMPLOYEKS. 

STATEMENT OF HENRY E. TOWNE, OF THE YALE  & TOWNE 
MANUFACTURING CO. 

Mr. TowNE. Mr. Chairman and gentlemen of the committee, I may 
say at the beginning that I am interested in this subject as a manu- 
facturer, a manufacturer of over 45 years' experience, during the 
greater part of which time I had been a student of the subject of 
efficiency and production, long before the present term of scientific 
management or efficiencj' engineering had oeen adopted, but with 
clear recognition of all that those terms involved and implied. 

I may mention also that I am authorized to appear here as the 
representative of the National Association of Manufacturers, of which 
Mr. Emery is the counsel, and of the Merchants Association of New 
York, of which I had the honor of being president for some six years. 
These bodies have all studied this subject at one time or another, as 
have many other of our organizations, both industrial and civic, 
because oi the intimate relation between human efficiency and the 
results of that efficiency as measured in business of every kind. It 
is a matter which touches our national interests in every direction 
and in cvcrv sense, not merely in industry and in commerce, but in 
economics, oroadly and nationally, in the sense that we are to meet 
in competition increasingly in the future the other industrial nations 
of the world. 

This bill prohibits specifically two acts, the time studies and the 
payment of a premium or botms. 

Now, what is a lime studj"^ ? Have you had occasion to think of it ? 
As Mr. Emery has pointed out, labor is one of the component parts 
of cost., and knowledge of cost is essentially the good conduct of busi- 
ness of every kind, whether mercantile or manufacturing. Tlie mer- 
chant knows his cost easier because he pays so much for his goods, 
adds the overhead expense of his business and figures his sales. With 
manufacturors, on the contrary, the problem is vastly more diffi- 
cult and intricate. 

The three great components of <;ost are labor, material, and over- 
head or expense account. The ratio of those three varies in different 
lines of industry. On the average, I think they are pretty nearly 
equal, but in some that I know of, the labor is much larger than 
either of the other two. It is rarely less tlian tlie tliird. Tlierefore, it 
is proportionately important ior tlie manufacturer and for the com- 
modity of which he constitutes a part, that he shall have knowledge 
of tlie cost of his product. 

Mr. DKNI.SON. Right there, will you pardon an interruption? The 
bill was amended, as I understand it, so as not to exclude the right to 
use time-suving or lime-mep-suring devices to ascerlr.in the cost of 
production. The bill is not aimed to prevent that, but to prevent 
the use of (ime devices for speetfing up and fixing standards of service 
of the employe''s. 

Mr. TowNE. I am coming to that. 
Mr. DENISON. That is the reason the amendment was inserted in 

the bill. 
Mr. TowNE. If the purpose and result of this system were to do 

what your ouostion iniplies, speed up the employee to his physical 
and mental aotriment, I would bo an earnest opponent of it. I know, 
not from reading the hearings or investigation, but from personal 
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experience for a number of years in the plant of my company at 
Stamford, where we employ some 5,000 people, I know that the con- 
trary is the fact, that there is no such result. 

In the ascertainment of cost, and incidental to that in the fixing 
of compensation for labor, time is the fundamental or vital factor. 
We recognize that in the old system of compensation, where men were 
paid by the day or week or hour, time was mevitably the factor there; 
you had to keep an account of their time. But in modem industry, 
in all of the industrial countries, and increasingly, the tendency is to 
get away from payment by time just as far and as fast as we can, to 
payment bv the piece, or its equivalent, whereby the relative elU- 
ciency of the different workers is recognized and properly compen- 
sated. Now, to do that, the element of time at once becomes the 
fundamental factor, and you have got to observe it. The stop watch 
is only one of the many time instruments. The in-and-out clock is 
a thing which is used, has been used for 100 years, probably—certainly 
vithin my lifetime of 50 business years, everywhere, yet that is a 
time-measuring device just as much as the stop watch is. 

Mr. NOLAN. You do not believe this bill would prohibit the time 
clock, do you ? 

Mr. TowNE. Not at all; it would not, but logically it should. It 
either should prohibit both or accept both. 

But the time measure is only one of the elements in tlus; to ascer- 
tain the efficiency of labor and the cost of labor other devices are 
used. For example, the counter or the scales for weighing. Many 
machines are operated with an automatic counter attached to them 
wliich keeps the record, because the operation is so rapid they could 
not be reported otherwise, which shows the output per day or per 
hour, and that is a time study just as much as the use of a watch. 

Now, all of those are factors for enabling the adjustment of com- 
pensation to be made scientifically, more accurately, and more justly 
than it can be by any process of guesswork or rule of thumb. 

Under the old system of piecework, as it began to supersede the 
simple daywork, the adjustment of piece rates was a constant source 
of friction and of irritation and of injustice either on one side or the 
other, because the rates had to bo based originaQy on guesswork, in 
the absence of recorded data, and afterwards upon the experience 
acquired under the rates first adopted. Under that system the inevi- 
table tendency of the workman, if he found that his piece rate was an 
easy one at which, if ho let himself go to his full Umit, he could largely 
increase his earnings, he had before him the apprehension that there- 
upon the employer would cut his piece rats, as was done repeatedly, 
and in many cases justly. So that there was a clash or conflict of 
interests between the two parties to the  transaction. 

The new system, which is one of the elements of so-called scientific 
management, on the contrary implies this: That the employer and 
the en^ploj'ee together, not always, but sometimes the employer 
alone, for reasons I wiU explain later, make a scientific investigation 
of the thing to be done, of the existing methods of doing it, of the 
elimination of loss and waste motion in those methods, of the modi- 
fication of those methods, if they involve unnecessary and extreme 
human effort, m order thereby to determine ultimately what is the 
best and easiest way of accomplishing that particular operation and 
the time in which it can be comfortably done, and thereoj' fixing the 
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piece work on a basis, time one factor, and the other factor rate of 
wages per hour, which that class of operatives are fairly entitled to 
at the current rates. 

That does not touch the bonus question, which I will come to 
afterwards. But I do want to emphasize, Mr. Chairman and gentle- 
men, the fact that now for the first time in this adjustment between 
the employer and the employee have we got a basis that is not merely 
scientiKc and accurate, but which is just; a rate which is just to both 
parties, which gives the workman the intended and agreed-upon 
compensation of what he can do in a fair day s work, and which 
assures him that the rate, having once been fairly adjusted, will be 
maintained indefinitely. 

In most of the shops where scientific management is in use, the 
piece rates, as you will learn from other gentlemen who will testify 
before you, the piece rates once ascertained in this accurate way, 
are announced to be jiermanent to the operatives, and they are 
encouraged and go ahead and make what wages they can or what 
wages they please at these rates with the certainty that they are not 

• going to be penalized if they succeed in making large wages. 
Another factor as to the stop watch. It has been implied here that 

it consists, necessarily and always, in the manufacturer standing with 
his watcn in hand alongside the operator and tuning him as to this 
or t;iat operation. Tnat is true in some cases; necessarily true where 
tiie operation, for example, is the operation of a paper machine, a 
machine costing $60,000 to $80,000 and occupying a space twice as 
long as t lis room, and where, obviously, work of expermient and in- 
vestigation must be made on the macnine. But wnen you come to 
tiie little operations and the little industries in little metal work, in 
8 loemaking, or tbo use of the sewing machine, a great deal of this ex- 
Eerimenting is not done in the presence of the operator at all, because 

3 is not needed, it is not desirable to interrupt or interfere with him. 
It is done in an experimental room with those familiar with the art 
and industry, and with sufficient experience and skill in it to make 
t.iese tests and experiments correctly and intelligently. 

Mr. VAN DYKE. Do they not take an operator into that experi- 
mental room? 

Mr. TowNE. Not necessarily. 
Mr. VAN DYKE. Who performs the labor? 
Mr. TowNE. Tlie experts who are employed for that purpose, who 

get a greater understanding and skill as to liow these things should be 
mvestigated than any casual operator could. 

Mr. VAN DYKE. IS it not a fact they do employ, if in a shoe- 
making ostabhshmont, that they do employ a shoemaker? 

Mr. TowNE. Not necessarily. 
Mr. VAN DYKE. TO get results—they do not employ a shoemaker? 
Mr. TowNE. Oh, they employ shoemakers, if you call them such. 

They are operatives on machines. Not one of them could make a 
s.ioe if he tried to. 

Mr. VAN DYKE. I am talking about operatives generally, em- 
ployees of that establishment. 

Mr. TowNE. Yes; but not necessarily employed in this experi- 
mental room. I am not in the shoe industry, and I only speak 
from general knowledge or hearsay; but in my own industry our 
chief products are locKs and hardware, and yet some of the men 
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who conduct this experimental work are not what we would call 
lock makers. 

Mr. KEATING. They are, I understand, experts ? 
Mr. TowNE. Skilled mechanics. 
Mr. KEATING. And employed for that particular kind of work ? 
Mr. TowNE. And usually men of higher mentality, if you please, 

and have had better early opportunities in life and have a clear 
understanding, therefore, how work of this kind should be done 
scientificaUv and studied to attain the best methods of doing that 
work and tne time in which it should be accompUshed. 

Mr. VAN DYKE. They are picked men? 
Mr. TOWNE. For that purpose. They could not go out in the 

shop and do as much work at the machines as many of the operators. 
Mr. VAN DYKE. DO you say it is only in these two instances that 

the stop watch is used m timing the individual work of the men ? 
Mr. TOWNE. In what instances? 
Mr. VAN DYKE. YOU spoke of paper making. 
Mr. TOWNE. I spoke oi that as an illustration. The same thing 

would be true of a very large lathe, where it would be impossible to 
have that in the laboratory for experimental purposes and where 
you could not move the material; but when you speak of a machine, 
some not weighing more than that book, a small, inexpensive labo- 
ratory may be fitted up and used for that purpose. 

Mr. VAN DYKE. DO they use a stop watch on mechanics who do not 
work by a machine ? 

Mr. TOWNE. In the laboratory? 
Mr. VAN DYKE. NO: I mean in the shop; in foundries, lor instance? 
Mr. TOWNE. Yes; they woidd in afoiuidry, because there you con 

not transplant the eguipmcnt into the laboratory. 
Mr. VAN DYKE. Tnen they do time the movement of individuals? 
Mr. TOWNE. The stop watch is used constantly and largely on men 

actually at their work. 
Mr. VAN DYKE. In the foundry the principle is absolutely so; is 

that not a fact ? 
Mr. TOWNE. I should say yes, in most of the foundry operations. 

And operatives in many of the plants where scientific management 
is in practice are constantly beseeching the management to put the 
stop watch on their work in order to bring it under the new system 
and give them the benefits of it. 

Mr. VAN DYKE. Let me ask you right there, Mr. Towne, who is 
delegated to use the stop watch, the emciency engineer or some ordi- 
nary man, who probably has no knowledge of the trade at all? 

Sir. TOWNE. In some cases it is by what you speak of as the efE- 
ciency engineer, brought in from the outside, because the owners of 
a plant have had no previous experience in it. In a plant where the 
system has been in use for many years, as in my own, where it has 
been in use now nearly 10 years, we nave men who have become 
experts in the work and who make these observations for us, are em- 
ployed for that purpose. 

Mr. VAN DYKE. What I want to get at is this: The eflBcioncy 
engineer is a very highly paid man. That is, the salary he receives 
is considerably greater than the ordinary working man receives? 

Mr. TOWNE. Yes, sir. 
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Mr. VAN DYKE. When they put a number of those men in do they 
put a number of efficiency engineers, or put what they call time- 
study or stop-watch men, who are not efficiency engineers but only 
are supposed to time the movements of the individuals 1 

Mr. 'I owNE. They do either or both. 
Mr. VAN DYKE. Which is the most prevalent? 
Mr. TowNE. In a small establishment and where the range of 

work covered is small, one man may do everything. In a large 
establishment, as for example, in ours, when Mr. Taylor first came to 
us to start this work he had one high-priced assistant, Mr. Barth, 
and under him thi-ee or four, and, ultimately about ten assistants, 
clerks, and operators and others, and the work was distributed. 

Mr. VAN DYKE. Not necessarily mechanics or men that under- 
stood that particular hne of business ? 

Mr. TowxE. The clerks did not because they had only clerical 
work to do. The men who made studies of productive work were 
all of them trained as engineers or mechanics. 

Mr. VAN DYKE. The stop-watch men ? 
Mr. TowNE. Those who used the stop watch, yes. Just in passing 

I should like to point out this fact, that without this system when a 
now job is taken in, and in most lines of business, and. especially in 
the metal trades, new products are constantly being added or new 
work being done for the customers, and under the old method there 
was no plan, except pure guesswork, for estabUshing the rate to be 
paid for the labor mvolved, whereas to-day, by reason of these trained 
experts I have just referred to in answering the last question, it has 
been found perfectly feasible and is constantly being done to take 
that new product and analyze it and determine from experience and 
methods tne time required for the operations in making it, thereby 
establish the correct price to be paid in making it from the start. 

Mr. KEATING. YOU say these rates arc invariably correct from the 
start. On what basis do you determine those rates? Suppose a 
new job comes in to be dealt with by a molder, we will say. 

Mr. TowNE. Yes. 
Mr. KEATING. Now, on what basis will you determine the piece 

rate you ^ill pny that molder? 
Mr. TowNE. May I use another subject for illustration, a little 

Bimplor tlian a molder? 
Mr. KEATING. Certainly. 
Mr. TOWNE. Well, suppose it is a piece of small metal work and 

which involves turning a bar of steel or brass and sizing it, and finaUy 
grinding it to an accurate size. The drawing tells you the length 
and diameter of that bar and thereby you get its superficial area. 
Tlie records in any establishment where this process has been long in 
use tell us accurately the cost per square inch of surface for doing 
each of these different kinds of work, for roughing out a bar for the 
finishing cut, for the grinding, if it is required, likewise cutting 
screw threads different diameters and different lengths. Now, having 
that fimd of information based upon experience, the men take this 
drawing and analyze it into these component operations, and for each 
of those operations they use these rules derived from experience, and 
adding that up they got their cost for this particular piece of work; 
and we find by experience that labor costs determined in this way are 
so (iccurate tliat with few exceptions they do not have to be changed. 
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I speak here from very unusual experience, that such errors devel- 
oped, or are found, are almost without exception errors in favor of 
the operatives, and, if so, they are let alone. The operatives get the 
benent of them. 

Mr. KEATING. You say that they are fair and just to the operatives. 
What do you moan by fair and just to the operatives ? 

Mr. TowNE. First, that at that piece rate the average operator, in 
my experience, I can say practically all operators, except some that 
are thrown out veiy quicluy (of course, you find misfits w^ho ought 
not to undertake work of that kind, and are not qualified physically 
or mentally), make bettor than the wages they would earn if paid 
by the day for the class of work on which they are employed. That 
is one answer. 

Mr. KEATING. And it is necessary for the employer to determine 
how much a man should earn in a day, what would, be considered a 
fair dav's work? 

Mr. towNE. No, sir; some men are worth $8, some $5, some $3, 
and some only $2.    That is fixed by the market. 

Mr. KEATING. Considoring this particular unit you described a 
moment ago: If in the judgment of the employer the employee 
should earn S2.50 a day, and it as a result of your study you dctennine 
more or less arbitrarily that a man should produce 100 of tlioso unita 
in a day  

Mr. TowNE. Yes; that would be at the 2^-cent rate. 
Mr. KEATING. The employer thou would say he would pay 2^ 

cents for each unit, ana if the workman worked as offieipntly, as 
skillfully, and as rapidly as the employer thouglit ho should, or the 
efTiciency ongineor, as the case may bo, and he produced 100 units, 
he would cam ?2.50 for a day's work. 

Mr. TOWNE. That statement needs a little qualification. That 
rate is fixed on the basis of a daj^'s output which is easilv feasible to 
any man or woman, as the case may be, at all qualified for tlie work 
of that particular kind, with the knowledge and expectation that 
those who have special aptitude for that kmd of work are going to 
exceed the niunber of pieces a day and will got an extra compensation. 

Mr. KEATING. If the employer is considorate of the employee, of 
his physical and financial welfare, then he would fix a rea-sonable 
task. He would, for instance, say we should produce 100 of these 
imits ? 

Mr. TowNE. Yes, sir. 
Mr. KEATING. But suppose the employer is not considerate, sup- 

pose he says, "You shall [)roduce 150 of these units in eight hours," 
and S2.50 would bo reasonable compensation for an oight-hour 
working-day, then, of course, he would divide 250 cents by 150 and 
reduce the cost per unit'. 

Mr. TOWNE. He would make a 2-cont rate, wo will say. 
Mr. KEATING. Yes; and is there not a very reasonable danger that 

you simply speed up your eniuloyee  
Mr. TowNE (interposing). There was just the same danger as this, 

that if in a given locality, Ave will say, the rates per hour for a certain 
grade of machinist were 30 cents and here is an ignorant or an ava- 
ricious employer, if you please, who thinks he can make money out 
of his competitors by beating that rate down to 25 cents or 28 cents 
an hour, and he tries to do it, and here and there ho will get some 
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worlunan who is out of a job or in need who will accept it, or perhaps 
a man who is not really cognizant what the rates are, but you know 
aa well as I do that man docs not hold his help very long and in the 
long run he does not prosper. He gets the dregs of the trade instead 
of tne better class of mecnanics, and in the long run he can not beat 
them. 

Mr. KEATING. YOU do not believe then that low wages, in the long 
run, are really cheap wages? 

Mr. TowNE. I know to the contrary, absolutely, that high wages 
mean low cost as a rule. 

Mr. KEATING. Will you give mo a little information on another 
point? Suppose we take this example of 100 units, and the em- 
ployer feels that the $2.50 woidd be a fair day's pay. That repre- 
sents 2J cents per unit. Suppose that an efficient workman pro- 
duces 200 vmits, does he get $5? 

Mr. TowNE. Absolutely; ami in my own plant to-<lay, Mr. Keat- 
ing, there are people working at piece rates which were necessarily 
fixed by this system I have described, because it is new product they 
were working on—only taken on lately—men and women both, men 
whose normal rate of wages, what we expect they would earn, would 
be about $2.25 to $2.50 a day, and some of them are earning $4 and 
some $5, and I heard the other day of one making $8 a day. The 
rate standard is set. 

Mr. KEATING. The rate per unit stands? 
Mr. TowNE. They stand with one exception. If the rates are com- 

plained about and the workers say, "this rate is too low, we can not 
make a day's pay of it," then we investigate the thing most carefully; 
we see what other workers on the same jobs have to say about it; 
we review our experiments and tests and figuras, and if there is any 
error it is corrected. Excepting that, the rates stand permanently, 
definitely, until some change in the job. If we introduce new ma- 
chines or method or change the article or product, then of course the 
rates have to be reviewed. 

Mr. KEATING. Then in your judgment it would bo unjust to the 
employee to reduce his pay per unit as his efficiency increased ? To 
mate myself clear  

Mr. TowNE. You make yourself quite clear. 
Mr. KEATING. Do I ? 
Mr. TowNE. I will not say whether I think it would be unjust or 

not, but I say it would be very bad business on the part of the 
employer, so bad that we do not do it. The very e.ssence of this is 
that the rates having been adjusted in this careful, accurate, and 
scientific manner, are intended to bo permanent, and will be main- 
tained permanently until there is some change in the situation, in the 
condition, some change in the product or the process. 

Mr. KEATING. I want to call your attention to this testimony, 
which was submitted at the hearings before this committee in the 
Sixty-third Congress by Gen. Crozier, the Chief of Ordnance, in which- 
he told of the operation of tliis system in Government factories, and 
in which he testified that in order for an employee to get a 33J per 
cent increase in his salary, his output would be increased 274 per cent. 

Mr. TowNE. Yes; that is quite probable. No doubt he was speak- 
ing by the card. 
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Mr. KEATING. It is tho testimony of Gen. Crozicr. You testify 
that that would bo considered bad business? 

Mr. TowNE. Oh, no; you have got two things confused there, Mr. 
Keating.   Tho 200 per cent—in come cases we have had 300 per cent. 

Mr. KEATING. Then, the employee should got 300 per cent increase 
in salarv ? 

Mr. TOWNE. Not a bit of it. It is not due to anything ho has con- 
tributed to. It is due to improved methods, sometimes improved 
machines and improved tools and improved methods, but tho work- 
man has not contributed one penny. We compensate him for what 
he does—what is witliin his control and power to do—but wo do not 
give the workman the benefit of it. For examjjle, if, at the expense 
of $1,000, we throw out an old lathe and put in a now one, which 
will do twice the work. 

Mr. KE.ATINO. That really was not the question. 
Mr. TOWNE. That is covered by Gen. Crozier's statement. Let 

me say right here that one of tho reasons which appeal to mo very 
strongly for urging this bill should not have vour favorable con- 
sideration in tho injustice it will work to the mechanic in the Govern- 
ment plants. In offoct it says to them, " You shall be debarred from 
the privileges and benefits which your follows of the same trade enjoy 
in outside plants." They are permitted, in a multitude of plants and 
a number that is constantly increasing, to come under tho operation 
of tliis new and bettor and more scientific method of production and 
thereby to increase their wages 10, 20, and sometimes 50 per cent. 
You are proposing tt) pa.ss legislation which denies that privilege 
to a man if he sees fit to work for the Government of tho United 
States. 

Mr. NOLAN. What would you say to the fact that tho very men you 
speak of, in the only one establishment where this thing was put in to 
any considerable extent, are the people who originafly complained 
about it, and are complaining about it to-day and have even struck 
against it and sent delegations down here appearing before this com- 
mittee? They sent delegations and appeared before the subcommit- 
tee of the House in the Si.xty-third Congress and protested emphat- 
ically against it and pouited out their reasons therefor. You say we 
are going to deprive them of this, and the people you say we are going 
to deprive are the people who are working against it at the present 
time and are strongly protesting against it ? 

Mr. TOWNE. Some of them. 
Mr. NOLAN. According to the best information we have had there 

was not anybody who came forward to ask for its retention or that it 
be put into further operation. 

Mr. TOWNE. According to tho infonnation I have there were plenty 
that were ready to do that; would have been glad to have done it. 
I believe the evidence of Gen. Crozier and his assistants would bo more 
valuable there than mine. 

Mr. NOLAN. In saying that, let me call your attention to the fact 
that the committee, composed of Secretary Wilson, Secretary Red- 
field, and Mr. Tilson, held their heanngs at the Watertown Arsenal 
and had every opportunity in the world to do it. 

Mr. EMERY. Did not tnat committee report that no legislation 
should be had at this Congress after hearing that testimony ? 
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Mr. NOLAN. This gentleman here is testifymg that we are depriving 
men of something they want. 

Mr. TowNE. I am expressmg my opinion. 
Mr. NOLAN. I want to show you that the men had all the oppor- 

tunity in the world to ask for it, and instead of asking for it they pro- 
tested against it. I say they had the opportunity to ask lor its 
retention and to spread it to others, and they did not take advantage 
of this opportunity. 

Mr. TowNE. As I was not present at those hearings, of course I 
am not compotont to criticize what was said, but I have a very decided 
impression that only one side of tlie situation there was effectively 
brought out, and for some reason I do not know what the other side 
saw fit not to present its case as effectively as it might. But I can 
make this assertion witli absolute confidence, that in tlie course of 
time, if t!iis bettor system of adjustment of compensation is for- 
bidden in the workshops of tlie United States Government and is 
not illegaliz<'d in the private sliops, that you are going to furd 
increased difficulty in getting mechanics to work in the public shops, 
because they prefer to work in the other shops where they can get 
better conditions. That is shown right in my own establishment, if 
you will pardon me again, when^ we are constantlj'—did more in 
the earher years when intnxlueing this S3^stem, we had to do it slow; 
it is a matter of great detail and labor, and when it was only partly 
introduced in certain departments w(^ were constantly petitioned 
by workmen in other departments to let them come in under it, or 
to hasten up the work necessary to bring them in under it, and that 
will be tru<', gentlemen, in anv place where the system is carried 
out intelligently and fairly, and the working people comi; to under- 
stand what it means to them. Because do not forget that pri- 
marily, as Fredvrick W. Taylor, the chief apostle of this new art 
and science, emphasized all liis life as the fii-st proposition that the 
chief, th<- first purpose of scientific management, as applied to the 
compensati()n of labor, was to improve labor's opportunities and 
laljor's rewards. Tliat was said again and again and always, and 
those of us who are in touch with his work and who are carrying it 
forward now can make the same statement, that increased compensa- 
tion for labor, better opportunities for labor, better conditions for labor 
to work mider, an- all among the fruits of this new and better method. 

Now, the second thing. What I have discussed so far relates chiefly 
to the first two things. The other is the use of a bonus or premium 
system. 

What is a bonas in the sense that it is used in this connection ? It 
is a payment higher than the ordinary efficiency, whether due to skill 
or industry, effort or particular aptitude of the individual. There is 
no system which does not involve that element except the flat day 
fate, the compensation of employment of every kind whatever, every 
place where there is exercised manual or mental or any other work. 
The only way to eliminate that is to pay a flat rate for so much serv- 
ice, a salary of so much a month, a wage of so much a day or an hour 
irrespective of what is accomplished or produced in return for that 
payment. That is the old day rate, that everybody is desirous of 
getting away from and which has largely disappeared, which, in the 
industries I am familiar with, has been reduced now to about 30 per 
cent or less of the total wage payment; and the constant effort of the 
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manager is to reduce that per cent, and the constant desire and wish 
of the employees, as I have known them in my long experience, is a 
preference, ii they are on day wa^es, to get off of it ana on to piece- 
work, if the cond t'ons of the work make it possible. 

What is the effect of a bonus ? It at once acconiplishes something 
that the advocates of this measure and the opponents of the system 
object to. It introduces discrimination in the reward of labor, be- 
cause the operative who is by nature better adapted to that particu- 
lar thing has more nimble fingers or a quicker eye or a little keener 
intelligence inevitably gets ahead as a result of these advantages and 
does something more uian his neighbor who has not them and will 
begin to differentiate. That is what a bonus accomplishes. It is 
what is accomplished all through life and ever since human life began 
on this planet. That efficiency, skill, and ability, other things bemg 
equal, are recognized by nature and by man and carry their rewards, 
and most of us think it is right and should be so. It would be wrong 
to apply that principle if as a result those who are less fortunate in 
their natural gifts were punished and penalized in any severe and 
iinjust way; but that is not the effect. 

Mr. DENISON. In the particular application of this system, doea 
it include—I am talking about the particular application—does it 
include elimination of those of the employees who do not come up to 
a certain standard ? 

Mr. ToWNE. It does. It provides for the earnings by the employees 
of that grade of about what is the normal, cuiTcnt day rate for that 
class of labor in that locality, with a premium or bonus for those wlio 
can do better, except where it is found that that person at a certain 
'ob is incompetent, disciualified for that—he may be very competent 
"or something else, but ne is a misfit, when efl'ort is made to find the 
right place for the individual, if he happens to get in the wrong place. 

That is one of the new thinfjj that scientific management determines, 
the more intelligent studv of the human unit to find the right place 
for each hmnan unit, to lit him where he is under the best coiulitions 
and able to do things naturally intended for him to do. 

Mr. DENISON. HOW does the system provide for determining what 
a man ought to earn in a particular line 'i What standard do you 
accept or take ? 

Mr. TOWNE. The system does not determhie that at all. That is 
a matter of current information and knowledge. 

Mr. DENISON. That is what I want to find out. In the application 
of the system what standard—— 

Mr. TOWNE (interposing). Take, for example, a piece of carpenter 
work, and in the locivlity you will find that the current rate of wages 
for ce.rpenters is 40 cents an hour. That is the starting point, then, 
for fixing a piece rate for an operation that has got to be performed by 
a skilled carpenter. A carpenter of fair average skill at that place, at 
that piece rate, can make his 40 cents an hour, but if he possesses extra 
skUl lind high efficiency through some gift of nature, or idiosyncrasy 
he may be aole to make more than that. Now, see what the result of 
that is and how he naturally benefits, unconsciously but not the less 
surely. The largo factor in nearly all products of modern industry 
are thpse which we consume, clothes and food, used in homes, and so 
oh, are all made by machinery. The cost of machinery, the invest- 
ment in it, is a very large element, and the efficiency with which that 

{ 



28      METHOD OF DIRECTING WORK OF GOVERNMENT EMPLOYEES. 

machinery is used in turn becomes an importaut factor in the coat* 
If you have a machine which costs $10,000 a day, it makes a good deal 
of difference in its utility and output whether that machine is operated 
six days a week or three days a week, and if the conditions are such 
that it is only effectively operated three days in the week, there is s 
resulting increased cost and burden to the manufacturer, which ho 
in turn tries to shp along to his customei-s. 

Now, under scientific management, by better coordination due to- 
this more skilKul planning of the work of the mechanic and the pro- 
visions for assisting that work, that niachine is enabled to opiate six 
days in the week instead of three, and there is indeed a large gain tc 
the employer, and it is out of that gain that the emplojyer is able to 
Eay these premiums or bonuses for increased output and yet have for 

imself a substantial reduction in the cost of the product. 
Mr. KEATING. On that point I find Senator Borah in makins a 

report to the Senate on a similar bill, quoting from the book by Mr. 
Taylor, makes this statement: 

When the writer (that is, Mr. Taylorl left the steel worlcg, the Bethlehem piece-- 
workers wore the finest body of picked laborers he had ever seen together. They 
were praptically all first-claas men, because in each case the tasks they were called 
upon to perform were such only as first-class men could do. The tasks were all mado 
80 severe that not more than one out of five laborers, perhaps even a leaser percentagfr- 
thin this, could keep up, 

Mr. TowNE. Yes; I happen to know what Taylor was talking about 
in that cf.se. It -wcs Lirgely, partly at least, the handling of pig. 
iron, the roughest kind of manual labor, a kind involving perhaps' 
more severe j^hysiccl strain than almost anything else you can think 
of. Mr. Tiiylof foimd to his surprise that applying his analytical 
methods of study to the accomplishment of the work, and not pri-. 
mi.rUy to determining piece rates at all, but by seeing how it might 
be done best, that these men were wasting a great part of their 
ener}:y, and, incidentally, their time, and that by ovcrstrenuouft 
work they were exhausting themselves physically and bodily. But 
they found r Iso that many of the men who had been hired, substan- 
tially as day laborers, and turned loose in the plant for different fore- 
men to take had thereby drifted into work of this kind, utterly 
unsuitfd to men, for example, with rupture and men with tubercu- 
losis; men physically weak and physically unfit. He weeded out all 
men of that 1 ind for that kind of work, and said to the employing. 
oITice, "Put these men somewhere else, in a place where they will 
hnve work suited for them." 

Mr. KEATING. Does that not strike you as being rather extraor- 
dinary  

Mr. TOWNE (interposing). Let me finish, if you please. He thou 
experimented with tltis particular nice* of crudest sort of work, the 
lifting of pig iron, and determined tne rythm with which each motion 
ought to oe performed, trained his gangs to do it in that way, and 
found that he could increase the amount of work they did 30, 40,; 
and, I tliink, in one case 50 per cent, yet by having proper intervals 
of repose, insisting that the men should stop (and for tnat purpose, 
he xlsod a watch), that at certain intervals, 5, 8, or 10 miiHttds, 
w^hatever it might be, they shoiUd stop and simply stand and reet, 
or sit down and then go on, they would accomplish a great deal 
more work in 60 minutes than by their previous continuous motion. 

y 
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and at the end of the day's work would be simply comfortably tired 
and not exhausted as they had been before. 

That is an illustration of what scientific management is trying to 
do to find out how to do better than before; how to do best, if pos- 
sible, then to train the men to do the work in these new and better 
ways, then to compensate them for it fairly in prop«^r proportion. 

Mr. KEATING. Does it not seem to be a trifle extraordinary that 
the system should result in the elimination of four out of five laborers ? 

Mr. TowNE. I am inclined to think that is an exaggeration. 
Mr. KEATING. It is quoted from Mr. Taylor. 
Mr. TowNE. Yes; but I doubt the fact. 
Mr. KiLATiNG. And ho adds, ' 'Perhaps a smaller percentage than 

this." 
Mr. EMERY. That men efficient or  
Mr. KEATING (interposing). I have quoted the exact language 

Senator Borah quoted in his report.    He says: 
The tasks were all purposely made so severe. 

Mr. TOWNE. Wliose words are these? 
Mr. KEATING. Mr. Taylor's book, paragraph 25, page 121. 

The tasks were all purposely made so severe that not more than one out of five 
laborers (perhaps even a smaller percentage than this) could keep up. 

Your suggestion about enablirg them to perform the work in 
-better or more efficient fashion of coui-se applies to any intelligent 
"man, yet I have often pondered that particular pan graph.    It s«>om3 
to me that a system which took a miscellaneous body of workmen 

•and eliminated four-fifths is rather severe. 
Mr. TOWNE. May I translate it ? 
Mr. KEATING. Cfertainly, we shall bo glad to have you do so. 
Mr. TOWNE. Mr. Taylor was a great friend of mine and I regard 

• him as having had done more as an American ergineer in a genertv- 
tion to leave an impress, which will last for all time, as fouiding a 

• new system than any other man; but he had his ft.tdts, like the rest 
of us, and one of them was a very intense temperi-ment, and as a 
result of that, a habit of overstatement. Ho exi-ggerctes, uncon- 
sciously but unavoidably, because he is so full of his subject and so 

• intense. 
Now what was done there was undoubtedly to select the man most 

jfit for this heavy labor's work, lifting, and to shift the unfit ones to 
something else they were better fitted for. 

Mr. N01.AN. You say Mr. Taylor probably increased the work of 
those men 30 or 40 per cent in that instance ? 

Mr. TOWNE. The result of their work. Ho reduced the amount 
of their work so that they did the work much more easily than before. 

Mr. NOLAN. I will read briefly from the record here exactly what 
Mr. Taylor said regarfing how he increased the output of those men: 

Vhen Mr. Taylor undertook to install his system in the plant of the Pethlehem 
Steel Co.. the laborers handling pig iron were re< eiving $1.16 a Hay to $1.8'>, or fV per 

• cent. When the Taylor system was installed finally the men vere hanr'ling 48 tons 
fet man per day and the wages of the fastest vtorkers had been intrea^^H to S1.A5 
.per day: thus itwill be seen before the installation of the Taylor system the laborers 
recelvea 8.8 cents per ton, and after tie installation of the system 3.8 cents per ton. 

Those figures are Mr. Taylor's figures from his testimony. 
Mr. TOWNE. Yes; I have no doubt but that they are correct. 
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Mr. NoiAN. He incroasos the work 300 per cent; increases the wag^ 
from $1.15 to tlie fastest man $1.85. 

Mr. TowNE. And decreased the physical effort. 
Mr. NOLAN. But it does not sp.y that.    It does not appear. 
Mr. TowNE. He has said it elsewhere. 
Mr. NOLAN. But according to the statement read by Mr. Keating 

here from Mr . Taylor's own book, he made the task so nard that only 
a few men could undertake it. 

Mr. TOWNE. Mr. Nolan, I have tried tomake what 1 am sure is a 
fair explanation of that. 

Mr. EMERT. Pardon me, Mr. Nolan, that was not a quotation from 
Mr. Tavlor, 

Mr. NOLAN. The figures are from Mr. Taylor. 
Mr. EMERY. I mean the language is not. You are reading some- 

body's else argument. 
Mr. NOLAN. The figures are Mr. Taylor's. I did not read all of 

that.   The most of it was my own language. 
Mr. VAN DYKE. YOU say you have had this system in vogue 10 

years in your plant? 
Mr. TOWNE. We have been at work 10 years introducing it, and are 

not through yet. 
Mr. VAN DYKE. YOU could not tell then the per cent of increase in 

your output because of the system ? 
Mr. TOWNE. NO; because it is applied in our case to thousands of 

different articles. It has been very substantial, so much so that to 
bring it to a simple measure wo had to expend about $25,000 before 
we couUl begin to see any return from it, and yet we were satisfied 
that the investment had been a good one and tKat the returns would 
come; and they did come; and that was perhaps after the second 
year. 

Up to the present time we have spent many times that amount, 
but the benefit has been so clear and obvious in every department 
and as to every product, that there is no shadow of doubt about the 
expediency of it. 

Mr. VAN DYKE. Can you tell me this, the percentage of increase of 
the number of men in your plant or the decrease? 

Mr. TOWNE. The number of men in our plant has increased very 
largely, because the volume of business has increased very largely. 

Mr. VAN DYKE. I mean proportionately to the business and 
output? 

Mr. TOWNE. No; I have no figures that would bo of any signifi- 
cance there. 

Mr. VAN DYKE. Neither could you tell us the proportionate 
increase per wage per man ? 

Mr. TOWNE. Not from memory. 
Mr. VAN DYKE. Could you submit those figures? 
Mr. TOWNE. I could submit some figures covering that kind of 

information to the committee and shall be glad to do so. 
Mr. VAN DYKE. AS I understand this biU, of course, primarOy, it 

is to apply to Government employees entirely. Certairly it is to 
apply to abuses which are being practiced in the Government service 
at the present time, and you nave no objection to correcting any 
abuse which is in existence at the present time in the Government 
•ervice, have you ? 
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Mr. TowNE. None at all; on the contrary, I am glad to promote it. 
Mr. VAN DYKE. We have, for instance, probably some 130,000 to 

140,000 postal employees, and each branch of the Postal Service ia 
being subjected at the present time to a time system, in which they 
use time-saving devices. For instance, on carriers they have a 
pedometer on tne leg, and they time them in order to find out what 
is the quickest possible time they can cover a route, and the other 
men have to come up to that time, or have just recently, and they 
have been putting them back into the collection service or other serv- 
ice of that kind. In other words, there is no bonus system. It is 
all the other way. In the Railway Mail Service they nave inaugu- 
rated a system whereby they take the heaviest night in the week, 
where primarily, or beiore inaugurating this system, they used to 
have five men on a crew, they put the hve men out on the heaviest 
night and reduced that crew proportionately each night according to 
the amount of mail. If they get an excess of the regular amount of 
mail on any one of these nights, these men have to speed up, prac- 
tically at the same rate as a man at an ordinary wait when he has 
to go on a dog trot, in order to clean up ai\d distribute at this rate 
on their route. 

Mr. TowNE. Do you call this scientific management that you are 
describirg? 

Mr. \'^AN DYKE. I am talking about the provisions of the bill. 
The bill, as intended, says "time-saving device or system." This is 
a timing system. 

Mr. Tow.N'E. Supposing under this system you have just described 
it is found out that a certain carrier on a route in New York City has 
20 or 30 per cent longer route than it is supposed he had, due to his 
having to go into ana out of corridors, as nearly all do in the lower 
part of the city, and that thereupon the department says, "Why 
here this rate is not just and fair; that man ought to have a higher rate 
or a shorter route. Ho is being treated unfairly." Would you 
object to the application of the system for that service? 

Air. VAN DYKE. The bill as it stands at the present time does not 
take that into consideration, but it does take into consideration the 
abuses prevalent in the service at the present time, and all this bill 
seeks, as I understand at the present time, is to correct those abuses 
which are prevalent in the Government sennce. As a matter of fact 
the bill docs not state that even the Government departments can 
not time the clerks in order to discover the cost of operating at all, 
but it does seek to prohibit abuses which are being practiced at the 
present time. 

Mr. TowNE. W^ould you not try to eliminate abuses in both di- 
rections ? Suppose for example, the postmaster of New York City 
found on one particular route the carrier taking two hours, where his 
predecessor took only one hour, and he asked him about it and he 
said, "I can not do any better," and thereupon the postmaster 
should put some other carrier, in whom he had confidence, on the 
route and told him to take it a day or two and he found he could do 
it comfortably in one hour. Would you say that was a misapplica- 
tion of scientific methods ? 

Mr. VAN DYKE. It has been ray experience, after ray varied ex- 
perience in the Post Office and other departments of the Govern- 
ment, that we never have to legislate along those lines; that all we 
have to legislate for is to prohibit abuses the other way. 
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Mr. TowNE. Do you not think a case of that kind ought to be sub- 
ject to correction as well as the other? 

Mr. VAN DYKE. It is taken care of at the i)resent time in the ser- 
vice. They have no bonus system, but they have a demerit system 
or a plus and minus system. There is one way in that service bv, 
which employees can obtain 500 plus points, that is by risking hie, 
but there are six distinct, different ways they can get 500 minus points. 
For instance, he can make a misstatement to his superior. It is abuses 
of that kind we are endeavoring to correct in this bill. 

Mr. TowNE. I should be with you most heartily in any legitimate 
effort to prevent abuses, but in preventing abuses do not let us legis- 
late gooa things out of existence, fetill less make them penal. 

Mr. AoLAN. On the question of fatigue and exhaustion, among the 
questions, it said, "Does scientific management undertake to study 
tne question of fatigue and exhaustion and prevent it?" 

Mr. TowNE. It does in all cases of a nature in plying that clement. 
Mr. NOLAN. Did the committee that investigated for the Indus- 

trial Relations Commission \'isit your plant ? 
Mr. TowNE. No, I believe not 
Mr. NOLAN. Have you ever read their report? 
Mr. TowNE. I read part of it. I do not think I read the complete 

report. 
Mr. NOLAN. Do you know that they went through 35 shops ? 
Mr. TOWNE. I am not sure ours may not have been among them. 

I am outside of active management now. 
Mr. NOLAN.- And they took about one year to make their investi- 

gation ? 
Mr. TOWNE. I know they made a long investigation. 
Mr. NOLAN. YOU know that three men made a unanimous report 

on it and signed it? 
Mr. TOWNE. I so understand. 
Mr. NOLAN. I should just like to read something here and then aisk 

you what you tiiink of that investigation on the question of fatigue 
and ex laustion. Tnis is on page 218 of the final report of the Com- 
mission on Industrial Relations and is as follows: 

V hen we come to the matter of fatigue studies and their connection with speeding 
and exhaustion, the claims of scientific management seem to break down completely, 
ho actual fatigue studies were found taVing place in theshopa, and the tirae-stiidy men, 
who ehould be charged with such studies, seemed, in general, to be quite indifferent 
or (Uiito ignorant in regard to this whole matter. This does not mean that no attention 
to fatigue is given in scientific management shops. Cases were found where the health 
and energy of the workers were carefully observed, and attempts were made to adapt 
the work to their condition, but the methods were the rough-and-ready ones of common- 
aense observation. Rest periods and modes of recreation during the working hours are 
a re,i;uli^r institution on an extended scale in but one shop visited by the investigators. 
Isolated instances were encountered elsewhere, but managers, in general, apparently 
do not even entertain the idea of their institution. a 

Mr. EMERY. Is that not the report Mr. Basil Manly made ?       ^     ^ 
Mr. NOLAN. It is not the report of Mr. Manly. It is the report of 

Prof. Hoxie; it is the report of Prof. Hoxde with Mr. Frye and Mr. 
Ballantine. 

Mr. EMERY. I know that commission made an investigation, but I 
read that report, and my impression was that is Mr. BasU Manly's 
conclusions from their report. 

Mr. NOLAN. It is nothing of the kind. 
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Mr. EMERY. IS it signed by thoni ? 
Mr. NOLAN. The onginal report to them is signed. 
Mr. EMERY. But that is not their language ? 
Mr. NOLAN. YP^; this is their hmguage, condensed. Their report 

is over here in the other room. 
Mr. TowNE. Who did the condensing? 
Mr. NOLAN. They thd tliemsolves. They were confined to 40 

typewritten pages. This is their report and none of these reports 
are signed by the investigators. 

Mr. EMERY. What I am calling your attention to is that Mr. Basil 
Manly wrote that report and that is his language deduced from their 
inquiry and submitted to the committee. 

Mr.NoLAN". Absolutely, no. 
Mr. EMERY. Their names are not signed to it? 
Mr. NOLAN. NO; but tliat is their report. 
Mr. E.MERY. It is signed by Mr. Manly. 
Mr. NOLAN. The wiiole report of all these investigators, but this 

is the report of these investigators. 
Tho invf>atigation of sciontific management was conductrd by Prof. Robert F. 

Hoxie, with tho export assistance and advice of Mr. Robert G. Valentine, r pre anting 
the employers' int n.st in management, and Mr. John P. Frey, rprrs'-nting the in- 
terests of labor. The investigation grew out of public hearings hi id ly the ccmmis- 
sion during tho spring of 1914, at which the almost uiiqualiC' d cppcsititn of lal or to 
sdontific manag"inent was manifested. The puipoee of tho inv( siigaticn was to test 
by tho results of actual practice the claims of scientific management and the thargcB 
of tho r'pms'intatives ol organized labor. 

Asartsult of their investigation. Prof. Hoxie, Mr. Valentine, and Mr. P'rey submitted 
a repDrt. aijroed upon without exceptions, in which the statements and recommenda- 
tions which follow are embodied. 

Mr. E.MERY. Yes; I understand that. But that is a paraphrase 
there. If you wiU pardon me, the point I want to call your attention 
to is that Mr. Basil Manly probably reported on all those subjects 
and he deduced his conclusions from these documents, and Mr. Basil 
Manly's report you have before you was signed by four of the com- 
missioners and disapproved by five. 

Mr. NOLAN. I am stating on the authority of the man who con- 
ducted this investigation that they were confined to 40 typewritten 
pages to be included in this report, and were included as they state it. 

Mr. EMERY. I have had Mr. Ho.xie's own statement that he did not 
write that part of the report, but he has since published his report, 
which I have read. It is printed by Appleton & Co., and is a very 
interesting report, but it does not support the condemnation contained 
in there. 

Mr. NOLAN. My understanding from Mr. Fry is that this is the 40 
typewritten pages they were compelled to condense their investi- 
gations into, and all testimony is over here in another room under 
control of this Committee on Labor. 

Mr. TOWNE. May I suggest that there is an honest difference of 
opinion on tliis th'ng, but the best possible testimony you could have 
before this committee would be some of the men and women who have 
been working under this sj^stem. Why not let them come and 
testify? 

Mr. NOLAN. The Congress of the United States appouited a com- 
mission and spent several hundred thousand dollars in investigating 

36162—16 S 
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industrial conditions in this coimtry, and this commission saw fit to 
appoint some man who liad no connection with labor or employers, 
and he was deputized to select two, one representing labor and one 
the employers, and to conduct an investigation of 35 shops, covering 
a period of over one year, and I tliink that Congress in anal3'zing tliis 
question ought to take into consideration their investigations, and not 
the testimony of individual witnesses, as they found it, not upon the 
theory upon which scientific management is based, but upon its prac- 
tical application to industry and tlie liiiman element involved. 

Mr. TowNE. Do I understand from that that your committee is 
unwilling to hear individuals on the bill ? 

Mr. NOLAN. I did not say that. I say inasmucli as Congress appro- 
priated for this investigation, that this report ought to be given some 
consideration in the investigation. 

Mr. TowNE. Suppose the testimony of individuals would satisfy 
you that is right ? 

Mr. NOLAN. I have not any objection to receive the testimony of 
individuals, but I am calling your attention to a statement you have 
made here and to the statement of people who investigated this very 
proposition, or the various elements of scientific management, and I 
want to ask you what you say to this report ? 

Mr. TowNE. I say that in my best belief it does not correctly rep- 
resent the views and sentiments of nearly all who arc workuig under 
what we call scientific manugeinent. I think in some way the com- 
mittee must have been misled; not have got the proper source of 
information. My urgent -suggestion is that this committee allows 
some of these people to coine here and tell their own story. I am 
sure other people will funiish a list; I wUl furnish one; let us pick 
out the names at haphazard and have them appear here. I think 
you will get more light than from any theoretical discussion. 

Mr. VAN DYKE. May I ask the other two questions I have in muid ? 
One of those questions is this: Even if this bUl were passed it would 
not become necessary for you to tlirow out the efficiency system in 
your shops, would it? 

Mr. TowNE. Oh, no; this only applies to the Government arsenals, 
but we are apprehensive that if the Congress of the United States sees 
fit to put the stamp of crime upon these thuigs, if performed in the 
Government arsenals, that it is going to become criminal for us to 
continue it in our private shops, and we want to forestall that if we 
can. 

Mr. VAN DYKE. Of course you understand there are thousands of 
Government employees besides those working in the arsenals ? 

Mr. TOWNE. Yes, sir. 
Mr. VAN DYKE. In fact, they are the minor quantity, taking into 

considcrition the large work of Government employees, and that 
being so, do you not tliink it is rather hard not to legislate in order to 
correct certain abuses amongst Government employees ? 

Mr. TOWNE. Most assuredly, when you are satisfied as to the ex- 
istence of those abuses, but I tell you those abuses do not exist in the 
present cfse; this is all imaginary; you are shying at a shadow, and 
if you will take time enough and permit witnesses to come here who 
have p rional knowledge of facts and can testify concerning the facts, 
you will see I am justilied in my statement. 
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Mr. VAN DYKE. Of course I have my knowledge upon the fact that 
I have a very intiraato actiuaintanco with Govornmont employees for 
16 years; in fact I just left the service a few years ago, and I know 
absolutely that at the time the checking system in certain depart- 
ments was a nefarious proposition and there should be some legisla- 
tion or some action taken in order to stop it. 

Mr. TowNE. Let us stop that if that is wrong. 
Mr. VAN DYKE. And that is, as far as I am concerned; I am endeav- 

oring to do this when I would vote for a report on this bill, because it 
applies to those employees. 

Mr. TowNE. As to tiie abuses in the Post Office Service to which 
you refer, I am not famUiar with them. As to these operations in 
the Govermnent plant at Watortown, I am fairly competent to speak 
on thom, because those operations an fairly parallel with those in my 
industries and others I am familiar with; and, in effect, what you are 
{)roposing to do hero is to pass a law, the effect of which would bo a 
aw to promote inefficiency in the United States service. Hero wo are 

to-day with most of the world in a whirlwind of a gigantic war, with 
uncertainty as to when wo may be drawn into it, as wo all hope may not 
bo the case, but with the certainty that if W3 should be involved we 
will need every ounce of national efficiency of every kind, and that 
whatever may be the result of the war politically, there is going to 
be an economic revolution afterwards which will sweep the whole 
world in its influence and concerning which wo do not yet know and 
can not yet foresee the efloct upon this countrj'^, except to be very 
sure that anything wo may do in tho way of increased efficiency and 
preparedness is going to stand us in good stead, and probably will be 
needed badly. In the face of all these facts, to pass a law penalizing 
a system which overwhelmingly, as testified to, stands for efficiency, 
for economy, for better reward to labor, and higher production from 
labor and from machinery—in othor words to not merely stop the 
wheels of progress but to set thom spinning backward and say it is a 
crime—and wo do not believe you will do it. 

Mr. NOLAN. YOU realize, do you not, that this bill is only aimed to 
do away with tho time study and stop watch and bonus and pre- 
mium, which is a small part of tho efficiency system ? Is that not a 
fact? 

Mr. TOWNE. Mr. Nolan, I think I apprehend the scope and pur- 
poses of the bill as well as anyono. 

Mr. NOLAN. Will you answer that question ? Is that not all this 
bin is intended to do ? 

Mr. TOWNE. Yes; it is to stop tho flow of the river at its source. 
Mr. NOLAN. DO you think that the whole structure of the scientific 

management system demands that the stop-watch time-measuring 
device and bonus and premium system should be maintained ? 

Mr. TOWNE. I think you can not have any fair and just payment 
of compensation for labor wliich shall bo fair to labor and to the 
employer without the element of time being fundamentaJ. It 
makes ho difference what kind of instrument you use to measure 
time. I do not care whether it is a clock, a stop watch, an hourglass, 
or anything else. 

Mr. NOI>AN. YOU say fair to labor. Then, if it was fair to labor, 
and men who have operated \mder it aro opposing it, liow can you 
reconcile that statement ? 
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Mr. TowNE. By the picking out of the witnesses. 
Mr. NOLAN. I am talking now about the very men in the Govern- 

ment establishments we are seeking to eUminate it from. 
Mr. TowNE. And for one man of that kind, Mr. Nolan, I will enter 

under bond to bring 100 here equally qualified, qualified by experience, 
who wUl testify under oath to the contrary. 

Mr. NOLAN. Government employees? 
Mr. TowNE. No. What difference does it make whether a man is 

a Government employee or not ? 
Mr. NOLAN. ITiis has absolutely nothing to do with private 

employees. 
Mr. TowNE. It has evervthing to do with it. 
Mr. NOLAN. It has absolutely nothing to do with it. 
Mr. TowNE. It has to do with mo as a taxpayer. I do not want 

to pay taxes for inefficiency. 
Mr. NOLAN. It has nothing to do with employing any system you 

desire in your estabhslunent. 
Mr. TowNE. Not to-day, but if the Government says these acts 

are criminal, I am going to stop doing them. If they are criminal 
in the Government shop, they are crimmal in any private plant. 

Mr. Noi^vN. The Government has apphed the proposition of the 
eight-hour day to their estabhshments. Have you applied it to 
yours i 

Mr. TowNE. Largely. 
Mr. NOLAN. TO what extent? 
Mr. TowNE. Well, it varies in different departments. Some are 

on a 9-hour basis, some on an 8-hour basis, and they all used to be on 
a 10-hour basis. 

Ml". NOLAN. You do not consider that criminal, do you? 
Mr. TowNE. No; but it is not made a criminal offense. 
Mr. NOLAN. Suppose the question of the penalty were stricken 

from the biU, then would you object to it? 
Mr. TowNE. I should. 
Mr. NOLAN. It does not make any difference to you whether it is a 

penal offense or any other offense.    You are opposed to it anyhow? 
Mr. TowNE. Except with the penal offense retcined, I think the 

bill is an outrage, but with or without it, it is a stultification and 
attempts to stop the wheels of progress and permit the Government 
to do things efficiently and economically and ordering the Government 
to do that wastefully p.nd extravagantly. 

Mr. NOLAN. According to the letter t have here you are chairman 
of a board of 10 to oppose legislation antagonistic to efficiency in 
American industry? 

Mr. TowNE. That is right. 
Mr. NOLAN. That is a pretty broad statement, is it not? 
Mr. TowNE. That I am chairman? 
Ml'. NOLAN. No; but I mean that this biff is intended to, that this 

bill is antagonistic to efficienecy in American industry? 
Mr. TowNE. Does the artidie you are reading from make any 

reference  
Mr. NOLAN. It makes the broad statement that it is opposed to 

legislation antagonistic to efficiency in American industry. 
Mr. TowNE. Yes; that is what wo are for. 
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Mr. NOLAN. And you know that this bill has absolutely nothing 
to do with private employment ? 

Mr. TowNE. I submit it has to do with inefficiency in American 
industry because the Government itself is a part of American efficiency 

Mr. NOLAN. But it lias absolutely nothing to do with private 
employment ? 

Mr. TowNE. We are opposed to  
Mr. NOLAN. That is a pretty broad statement, is it not ? 
Mr. TowNE. Not a bit too broad. It is just what we moan—we 

are opposed to inefficiency in private shops and public sliops; Ameri- 
can shops of any kind. 

Mr. NOLAN. Who appointed this committee ? 
Mr. TowNE. A group of engineers, our membership collectively, 

representing most American societies of engineers. 
Mr. NOLAN. Scientific management engineers? 
Mr. TowNE. They wore included in it and cooperated. 
Mr. NOLAN. HOW wide a scope have you, or liow broad has been 

your work in circularizing the countiy m solicitation of funds ? 
Mr. TowNE. As I have not been in New York for four or five days, 

I do not know personaUy, but our desire ultimately is to reach the 
country quite broadly in industrial circles. 

Mr. NOLAN. He-ve you gone to private individuals also ? 
Mr. TowNE. I do not know; I did not compile the mailing lists. 
Mr. NOLAN. Can you tell me how much money j'ou received in 

answer to your circular sent out asking for contributions ? 
Mr. TowNE. So far I think it is, to the best of my knowledge and 

belief, S65. 
Mr. NOLAN. HOW long since yoa started sending those out? 
Mr. TowNE. I did not send them out. They were sent out by 

other officers of the committee, but they have only been out a short 
time. We hope to receive funds enough to enable us to spread this 
information very broadly among the people that ought to know about 
it, because we know perfectly well that the public do not know any- 
thing about this subject.    Wo are seeking to enUghten them. 

Mr. NOLAN. YOU knew that they had also sent out in a letter, as 
foDows: 

Should it occur to you to write your views to your Congreeaman, will you kindly send 
UB a carbon copy of such letter. 

Mr. TowNE. That is ri^ht. That is the way we believe in doing 
things, so as to help the \wmbers of Congress to understand the views 
and wishes of their constituents and enaolo them thereby to do their 
work better. 

Mr. NOLAN. Then it is a country-wide propaganda to defeat this 
measure ? 

Mr. TowNE. We hope to make it country-wide to defeat any 
measTu-o designed to prevent efficiency in industry. 

Mr. NOLAN. In the Government arsenals, that is what you term 
efficiency, and wliat the opponents of this bill term a just measure to 
Btop labor-crushing methods  

Mr. TowNE (interposing). No; now I am not with you. 
Mr. NOLAN. What do the proponents of this bill  
Mr. TowNE (interposing). I think this has turned into an argu- 

ment.    I have got to go. 
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Mr. NOLAN. I will say to Mr. Denison that whenever my time 
arrives to stop asking questions I will do so. I am willing to allow 
you all the latitude in questioning witnesses and do not want you to 
inteifere with me. 

Mr. DENISON. Go ahead and ask him questions. 
Mr. NOLAN. That is what I was doing. Ths last question I asked 

was the difference of opinion between tha people you are representing 
on this committee and the proponent} of thu bill. You claim it is 
a blow at efficiency and American industry, and I say thay claim it 
is a labor crushing method, a method of getting ths last ounce out of 
the workers. 

Mr. TowNE. I am not authorizsd to say what th3y may think or 
claim. I am speaking to the facts, and I have simply to add that I 
have all respect for organized labor; I believe in it: I think organ- 
ized labor has been a great boom to the country in a great many 
ways. As a large empl jyer of labor f jr nearly 50 years, 1 have tried 
to do my duty, at least, and I hope something more, in promoting 
the welfare of the peoplj in onr plant and elsewhere, and any system 
of empljyment or of compensatiDn wliioh aims tj overwork or to 
harass or to drive workmen or workwom?.n would have my condem- 
nation and oppontion, but when it i^ proposed to bgidate in a man- 
ner to prevent the further development, wh^thar in Government or 
private shops, of a system whose primary purpose n to promota the 
g mral welfare and increase the wage-earning power of the working 
people, and which I know from personal experience and from wide 
observation and reading is bringing benefits to the workers, benefits 
to the employers, benefits to tn^ community in which they work, 
and benefits to this country, which it is going to n33d, th3n I say 
that bgilation of that kina is wrong, and I am going to oppose it, 
and I am going to circularize the whole country if I can do it to help 
to that end. 

(Thereupon, at 1.15 p. m., the committse adjourned until 7.30, 
Thursday, March 30, 1916.) 

SUBCOMMITTEE OF THE COMMITTEE ON LABOR, 
HOUSE OF REPRESENTATIVES, 

TUrsday, March30,1916. 
The committee met at 7.45 p. m., Hon. Edward Keating (acting 

chairman) presiding. 
The ACTING CHAIRMAN. The committee will be in order. Mr. 

Nolan wishes to make a statement. 
Mr. NOLAN. I have tried to get in touch with the Committee on 

Industrial Relations. Mr. Manly wrote the final report of the Com- 
mission on Industrial Relations, and I wanted to get from him for the 
purposes of the record, and for my own satisfuction, the final report 
of the Commission on Industrial Relations relative to the investiga- 
tion of scientific management, and I expect before the hearing is 
clcsed to get that information and have it for the benefit of the 
committee and the record. 

The ACTING CHAIRMAN. It might bs well to state that the com- 
mittee has decided that witnesses bo permitted to make their state- 
ments without interruption, and that after they have concluded their 
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formal statement, members will be afforded an opportunity to present 
such questions as may occur to them, in order tnat we may facilitate 
the hearings. 

Mr. E.MERY. Mr. Chairman, in reference to the point Mr. Nolan has 
suggested, I want to make it clear, the character of the objection I 
made this morning to the statement that those portions of the report 
dealing with the subject of scientific management in the final report 
of the Commission on Industrial Relations represented recommenda- 
tions or conclusions or findings that had the support of the majority 
of the commission. The report prepared by Mr. Manly was not 
indorsed by the majority of tne commission, but on the contrary the 
majority of the commission, in a report beginning on page 307, 
declared: 

We can not find ourselves able to agree to any of the findings or recommendations 
of the staff or any resolution based upon them, because they have not the cri i ism of 
employers, employees, and others affert«d by them, whi h we consider indispensable 
in order that we mijht have before us assurances that they were accurate and not 
chargeable with important omi3.sion8. 

The report is signed by John R. Commons, Florence J. Harrimon, 
Harris Weinstock, S. Thurston Ballard, and Richard H. Aishton. 
That is what I alluded to this morning. 

Our ne.\t w^itness is Mr. Sanford Thompson, a consulting engineer 
of Boston, Mass., who has given much time and study to the subject 
of scientific management and has had personal experience with it 
for a number of years on a large and varied scale. 

STATEMENT  OF ME.  SANFORD E.  THOMPSON,  CONSULTING 
ENGINEER, BOSTON, MASS. 

Mr. THOMPSON. In going over this matter I had planned to give 
a good deal as to the results and effects wo have had with the subject 
under consideration, but after hearing the testimony this mornmg, 
and seeing how much thought most of you have boon giving to the 
subject, I propose to confine myself chiefly to a discus.sion of time 
study. I fool that we agree on a great many of the points that have 
to do with management. We agree cortainly, all of us, that any 
method that ovorta.vos the worker is wrong. We agree that the out- 
put should bo increased, bocauso eventually it tends to reduce prices 
and to increase wages. We agree that unnecessary motions and op- 
erations should be eHminatcHl. I think wo agree that standard meth- 
ods should be established during work, standard methods of labor, 
standard methods for handling materials, standards in the materials* 
themselves. I rather think, although I am not so sure of this, because 
the bill as worded really prohibits it. that we agrne on tho fact that a 
man should be paid in accordance with his ability and the amount 
of work that he does. We certainly do agree in boUoving that we 
should have in our Government shops an efficient and economical 
management. Now, of course you may say, Isn'tthat thowholo thing? 
And it is to a very largo extent. The trouble is just here, that wo 
can not get a fair increase in output; wo can't got at proper methods; 
we can't set standards without time study. The elimination of this 
really knocks industrial development right in the head, and it really 
eliminates science. I do not know whether you realize that this lack 
of standardization is responsible for an immense amount of friction 
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between labor and employers. Just to illustrate: Take, for example, 
the garment workers, those who make the women's garments, about 
which there has been so much in the papers lately, the strikes in New 
York and Chicago and the friction in Boston. I wonder if you have 
thought what one of the principal causes of this trouble is. I am 
speaking of this as an employee of a union. Mr. Valentino and mvself 
are engaged in the employ of a union in which one of the objects Is to 
make suggestions as to methods of standardiing the work in the trade. 

One of the principal troubles in the garment-working business is 
the difficulty ot settmg piece rates. The ratf s because of their inac- 
curacy and oecause ofthe variation of the different garments and of 
the different materials and so on, are set in a very large majority of 
cases by guess, or what is the next thing, by trifJs that are simply 
very rough approximations. Consequently, both sides to the contro- 
versy try to get the best they can out of the bargain, very naturally. 
In one locality they have an arrangement by which the operators 
and the manufacturer get togetht^r and fix the piece rates. But a 
manufacturer told me not long ago that he had much rather have his 
work done, or have his special «part of the work he was sprakine 
about, done on a day basis rather than a piecework basis, althougn 
the day work would cost more, because of the friction and trouble in 
setting these piece rates. 

I want to illustrate the difference between rates as set by the 
ordinary methods and rates that are set by time study. I am not 
going to take the garment workers because we haven t got to that 
point yet. I want to take as an illustration, just to show you what 
time study is, and how it is worked out, the case of putting up a 
moulding such as we see around this room. Now, if you will count 
the numoer of corners in that molding, you will see that there are 
sixteen. In an ordinary room there will be four. You will see that 
there ere different kinds of corners here that you don't get in an 
ordinary room. There is the inside corner, and outside corner, ex- 
ternal and internal, and there are other differences here. 

Now, the way ordinary piece rates are set, and this is practically 
the universal method of setting the ordinary type of piece rates, is to 
find out from the records the tune it takes a couple oi men to put up 
this molding. Take the time that it takes the men to put the molding 
in a room that has (mly four corners. Take the tune that it takes 
for various other rooms. Take the time that it takes for a closet, 
where the comers come so close together that it is very expensive 

-work. Do all these and so get an approximate average of them, and 
then fix that as the rate for putting up the molding. Now, if a man 
was working in this room on that average—this, you understand, is 
an illustration. Molding is not usually put up as piecework, but it 
is an illustration which corresponds actually to setting of rates on 
different classes of work, where there is as much variation in different 
kinds of work as there is between this room and a square room, we 
will say. Wlien a man is working in this room he takes a great deal 
longer than the average time, and he gets a low rate of pay. When 
he works in a large room of this same size with four corners he gets 
a high rate of pay, and consequently there is a fluctuation and a 
variation in different pieces of work, and the man one day may 
earn one thing, and another day he may earn another. Or he may 
fix his speed according to the pay, so that he will earn about the same 
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on both rooms by working perhaps a little faster in this room and very 
slowly in the other room. At any rate, it is absolutely inequitable 
to the worker. 

I was through a silk mill the other day and I said to the man who 
took me around, "What are these girls getting here on the looms?" 
"Oh," he says, "they get from $8 to $18 a week." "As much varia- 
tion as that?" "Oh, some girls will vary from $12 to $18." I asked 
him why that was and he said that it was due to the difference in 
silk. Sometimes the silk comes good and sometimes poor. He 
couldn't tell anything about it. That was the cause of the variation. 
That mQl is unsystematized. The making of silk is not standardized 
so as to provide for those variations in the setting of the rates. 

Now, suppose that we come back to this settmg of this molding 
and see what we would do on a time-study basis. Instead of taking 
the whole room at once, disregarding the character of the work, 
we take each thing separately and find how much time it takes to 
make one kind of a comer. We find how long it takes to make one 
kind of a comer, and how long it takes to make the other kind. We 
find how long it takes to cut a joint where the molding is spliced, 
and find how long it takes to put up the different pieces of molding. 
We find a few other variables. There are about nine variables, 
nine different units, for example, in putting up a molding. Now, 
having got those units, we are in a position to find out how long it 
ought to take to put up the molding in a square room, or a closet, or a 
room of this shape, because we know how long it takes for the differ- 
ent kinds of corners, for the sphce, and for putting up the short lengths, 
and the long lengths, and for that reason you can equalize tlie times, 
and you can get sat'sfactory rates or fix a time that is equitable. 

Now that is one feature. Another feature is time. If you take 
this room, time it altogether, take the whole time of doing it—and 
you must remember that ordinary piece rates, all kinds of piece rates 
are really set by time. If you actually take time out of the question 
you can't have any piece rates at all. In taking these times you find 
not only how long it takes to do each piece, but you go down into 
that and find the best method of doing it. You find, for example, 
that a certain kind of saw is easier to handle, easier to saw with than 
another, a saw with a certain kind of teeth you will find will do better 
work than some other kind; a certain type of hammer is easier to work 
with for that overhead work; you find that there is a certain method 
of handling stock, that by planning it out in advance you can brine 
it in to the man and make it easier for Idm to work with it; you find 
that you can get his tools to him; you find that you can plan out the 
work ahead and tell how long it wUl take in one room and how long 
in another, so that he will have less idle time between jobs. 

Now, for aU these things time study is necessary, and one of the 
chief features of time study is not the actual getting of the times, to 
fix your rates, or to determine your standard time, but to actually 
standardize your work. Now, of course, there is an amendment to 
the bill which makes some difference in the wording, but I can't see 
how it affects this method of standardizing a time study. Perhaps 
some of you will have some questions on that point. We can discuss 
that more at length. 

Now, along with this study of methods and of the shortest ways 
of doing the work, the quickest way, and the study of how to eliminate 
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the unnecessary operations, comes the study of the fatigue clement. 
Now, I don't lain v of any way to study fatigue, find out how much 
rest a rc&n should have in a day, except to actually take time studies 
on him, and in sci( nliMc managrment work that is done right along, 
the taking of tlie time study very oft^n through an entire day to 
see just how mu;'h rest the worker is taking, find out whether he needs 
more rest than he is taking. 

In addition to that the time study affects the machinery. If you 
have a c rti.in sta'idi.rd time in wl i h to do a piece of work you have 
got to have the right methof's and the right ma-hinery in order to 
a^romplirth it in ti i,t time, and when you have tlie right method we 
find that if a mr.n fa's to ('o a certr.in piece of work in a standard 
time, it is mor? apt to be due to some trouble in the machinery or 
some trouble in the delivery of good? to him, or some trouble of that 
kind, than it is because he is not fast enough, and the making of the 
standard time, which of course is where the bonis and premium come 
in play, is essential to getting an accm-ate time in which he should 
do his work. 

The time study PISO affects the working conditions, because in 
making-the *i ^^e studies to see that these studies are carried out, the 
actual handling of the work is studied out very carefully. The atten- 
tion of the iranagement is called to defective conditions in comiectioa 
with the shops. 

The hours of labor tend to l)e reduced under scientific management 
and time studv and bonus, for one reason, because the cost of pro- 
duction is reduced and therefore there is more opportunity in wnich 
to reduce the hours. 

I have here a letter written by an employee of the Acme Wire Co., 
of New Haven, Conn., and it gives the whole thiiig in such an inter- 
esting way that Ian going to read a part of it. It is written to Mr. 
William Haml'v, New Haven, Conn., and signed by Mr. Torwald 
Ployer.    He says: 

After I RTi over my surprise th?,t intelliRcnt people in our day can try to stop a 
method vh'th very eoon will shov up as the only method under which the working- 
mr.'i will work in the future, I shall gladly and frankly state my experience of working 
under.", hoi ua sytem. 

I strjted to wcrk for a concern that was putting in a bonus system (Taylor system) 
in 1912. When I str.rted to vork the shop was still on daywork basis and all the 
jobs ^<ere daj'A- ork. I v as at the time eamiiiR $8 a week: but a few weeks later I 
was transferred to some p-,rt of the shop w here they all w orked on piecework. After 
a little experience I could here cs-.m from $11 to $13; but when the whistle blew at 
n'.rht 1 would he all t'red ort be<r.use I started in full speed in the morning and kept 
it going as lonr; as poBsiHe in order to get as big an amount done as possible; but I 
would alv avs be too tired tc go any v here at night. 

After a while the rompanv v as rer.dy to put the whole fa'torj' on the bonus basis, 
and T st?,rted to v crk a'ter the new system, tcgether with the whole room. At first 
we didn't like it at all; but a'ter a week had passed we all found out that we were 
not only making the same money and doinp the same nuantity of work, but we never 
pot tired ort as v e used to do. be< anse there was a certain time set to do the operatioa 
m, V hi< h made UB start in v ith speed that would enable us to finish the job in time 
by keepi"g it going with that speed all day. We would most of the time produce 
more than we did under the pie.e system without being tired out, and after the 
bonus sv.stem we would alv avs be sure to get at least our day rate of pay even if we 
had bad luck v ith the v ork or didn't feel good, as we were always paid our day rate- 
even if V e didn't make the job in bonus time (the time the operator is allowed for a 
certain operation).    *   *   • 

The bonus system makes the workingman and his home happy because he don't 
come home from work all tired out.   He also gets fair wages ana working under home 
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conditions with the same rights as his fellow workiagman. Some people there will 
call those intelligent (indeed, they are not) who have the same idea of a stop watch as 
the dog of a whip. But if they had a little experience and used a very little common 
sense they would soon come to the conclusion that the only fair way to set the time 
for a job is by a stop watch. 

I think, Mr. Chairman, that I have some other notes here, but you 
suggested that the questions be left until the end of my talk. Sup- 
pose I stop here and see if there are any questions that may bring out 
points that I would make afterwards. 

The ACTING CHAIRMAN-. Be^rin on the left here. 
Mr. SMITH. In reference to the working on the silk, the illustration 

that you made there. Are you a manufacturer or are you employed 
for these unions as you state ?    Have you ever been a mechanic ? 

Mr. THOMPSON. NO; I have worked in a shop, if you call that being 
a mechanic. 

Mr. SMITH. DO VOU know what a workman is and what a mechanic 
is? There is a difference between them. Do you claim that you 
ever acquired skill as a mechanic? 

Mr. THOMPSON. NO; I never worked very long as a mechanic. I 
worked in a shop two or three years. 

Mr. SMITH. In relation to that silk you say that the party could 
make on piecework, the same party, $8, S12, and $18? 

Mr. THOMPSON. Yes. 
Mr. SMITH. And that was on accoimt of the difference in the quality 

of the silk? 
Mr. THOMPSON. Yes. 
Mr. SMITH. If a party would work just as hard on the poor quality 

of silk as on the good quality, do you think that that was fair to the 
workman ? 

Mr. THOMPSON. NO. 
Mr. SMITH. That was on account of the quality of the silk. Now, 

why shoidd not that workman receive S18 on a poor quality of sLlk 
just the same as on a good quality ? 

Mr. THOMPSON. He should. 
Mr. SMITH. But they didn't in the illustration you gave? 
Mr. THOMPSON. That is the old-fashioned type of piece rate that I 

am talking about. That is just what I am criticizing and that is 
just that sort of thing that our time study does away with. 

Mr. SMITH. Then she would make $18 on the good quality of silk 
for the same amount of work as she would in working on the poor 
quality of silk ? 

Mr. THOMPSON. Of course when you come to the question of the 
total amount received there are so many conditions that come in 
that I am not ready to say that all of those girls in the weaving room 
ought to earn $18 a week. I am inclined to think they should. I do 
not know enough about the case. But my point is that if the quality 
of the silk could not be changed, and supposing that the industry 
could not afford to pay all the girls $18 a week, that instead of some 
girls earning $12 a week some weeks, $18 a week in other weeks, they 
should all earn $15 all of the time. 

Mr. SMITH. Well, if she worked just as hard on the poor quality of 
silk as she did on the good quaUty, why shouldn't sne be paid the 
$18? She has put in the same amount of energy and the same 
amount of work. 
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Mr. TuoMSPON. She should receive that if that is a fair wage. 
But my point is that she should receive a uniform wage. 

Mr. SMITH. Then we agree. I understood you to say that she 
would make only SIO on the poor quality of silk where she would 
make $18 on the good quality. 

Mr. THOMPSON. That is exactly what I am criticizing. I don't 
know as you get my point about it. It is just that variation from 
one week to another in the old conditions, not in a scientifically 
managed shop. It was the old-fashioned method of fixing the rates, 
and it is extreme, because in ordinary piecework the changes in 
different jobs come more frequently, so it do.-\sn't stand out so much 
as it did in this partictilar case, where he said they worked for two 
or three weeks on this low type of silk. 

Mr. SMITH. Then, according to your method, this work lady would 
receive the same wages at the end of a week for working on the poor 
silk as she would for working on the good silk ? 

Mr. THOMPSON. Yes. 
Mr. SMITH. I misunderstood you. 
Mr. THOMPSON. If she works just as hard. As a matter of fact 

probably she works harder. And I am not sure but what she ought 
to have more. 

Mr. SMITH. You gave another illustration of putting up this mold- 
ing around the room.    Could that be done by the time system? 

Mr. THOMPSON. Yes. 
Mr. SMITH. How many different classes of workmen would it take 

to put up this molding around this room ? 
Mr. THOMPSON. A carpenter would do it. 
Mr. SMITH. That is put up by cement or stucco. It is run into ft 

mold. 
Mr. THOMPSON. No; that is wood. 
Mr. SMITH. That is calcined plaster, lime and sand, and mortar. 
Mr. THOMPSON. I saw the joint, and I saw it was very much like 

a wood joint, the upper one here, but that circle is not wood. 
Mr. SMITH. But going back to the molding. In the first place 

you must have a carpenter to make your gauge. You will have to 
nave a tender to bring your material up to him and put it on the board. 
Then you will have a mixer and then you will hawk and trowel and 
throw it along and grab your mold and run it, and the man that puts 
that mold.ng up knows just exactly what he can do it for. 

Mr. THOMPSON. I can carry my illustration forward into plastering, 
but my illustration was for woocf molding. 

Mr. SMITH. I thought you meant this one. 
Mr. I'HOMPSON. My illustration applies to wood molding. The 

same princ pie anplies to molding which is made of plaster. 
Mr. SMITH. I don t think you can apply it to a building operation. 
Mr. THOMPSON. I have. 
Mr. SMITH. I do not see how you can do it if there are as many a^ 

10 different operations in putting it in. Some men will put these 
miters up by taking a long strip.    Others will run it in by hand. 

Mr. THOMPSON. 1 have myself taken time studies of plastering of 
that k nd, and I have got some tables worked out which give the time 
for thrsc different operations. 

Mr. SMITH. I won t bother you any further except to say that some 
men can do twice as much work as others and put on twice as much 
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mortar, and lay twice as much brick. Some men can put them in 
with both hands, and some men can work a trowel with both hands, 
arid when you contract to put up that work you know how many 
thousand brick it is going to take and you know just what a fair day s 
work is, and a man knows what he can do.    Any mechanic can tell 
i'ust what a day's work is. He will figure 5,000 brick in a dead wall 
)ut not so many pressed brick, and you put j'our price up for that 

class of work. You don't hire your mechanic for tlie speed that he 
wiU make, you don t hire him for his speeding up. You hire him for 
his proficiency, as a nice workman, and that gets him his next job. 

Mr. THOMPSON. I don't thiiik you understand just the way we 
analyze the results. Now, time study is just what you are talking 
about. Time study does take into account the quality of the man. 
It does take into account the difference in the men and the methods, 
and does it by study. If you can analyze those thiigs and get them 
down to a uniform basis and get it so that a man will earn—if you 
put the thii^.g on a standard time and fix it so that the man can earn 
a good day's wage, so that ho can lay a cortaiji amount of brick, for 
example  

Mr. SMITH (interposirg). What I wanted to say was that you 
would hire them because they were nice workmen and rot because 
they would do so much by the watch? 

Mr. THOMPSON. That is true; but what I have said—I am not 
talkirg about speedhig up in the least. I am rot tnlking abo\it how 
many Drick a man could hustle and get out. I am trying to impress 
UDon you that the time studj- is more necessary than any question 
of speed. In fact, when you como to the question of speed, as I 
have said before, you have got to take the question of fatigue and 
all things into account. But the time study gets at the best methods 
of doing the work, and it eliminates the ininecessary parts of the 
work. 

Mr. SMITH. Ijct me give you just one illustration. When I was 
engaged in manufacturing, not so very many years ago, I had boxes 
piit up in front of the nailing machines. T didn t have them up more 
than a day when the men began talking about a sweat block and I 
tore them down. 

Mr. BROWNE. HOW did you use them? 
Mr. SMITH. When they made a bundle of shooks. I did it in good 

faith. I wanted to keep track of the number, but the workmen 
would not keep track of them. They thought I was ninning a sweat 
block and I went around and tore them down. I had to keep track 

•of the number after they threw them out. 
Mr. THOMPSON. I  have  pot  a  table here of bricklaying which 

shows the number of brick, different types of wall, and so on. 
•   Mr. SMITH. I warrant you the men were employed for their effi- 
ciency and because they were nice workmen. 

Mr. SUMNERS. You want quantity, too; you want both. 
Mr. SMITH. Brick have been made so long and workmen have been 

on that work so long that they can almost teU to a brick what a day's 
work is. 

The ACTING CHAIRMAN. Isn't it a fact that a bricklayer can tell 
whether a man is efficient when he picks up a brick ? 

Mr. SMITH. Absolutely. A good bricklayer will stretch his mortar 
along 10 feet and put in his bricks and lay 5,000 bricks a day in a 
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dead wall. But if you arc building a nice residence you are net 
looking for a man to lay a large number of bricks, but you are going 
to see that the bricks are laid right so that one brick will not cast a 
shadow on the other. 

Mr. THOMPSON. That table sliows how the quantity of brick may 
vary from 150. brick in a day at a normal rate of work for Romau 
Eressod brick, may vary from that to 2,6.50 average day's work for 

acking up stone work. 
Mr. SMITH.  Avernge day's work? 
Mr. THOMPSON. Yes; bonus work or anything else. That table was 

making a timo study.    It contains 8, 12, and 32 mch walls. 
Mr. SMITH. That is all right, but you would have trouble about 

fixmg the amount. 
Mr. SuMNERS. Mr. Smith, even you as a matter of fact fix it as 

5,000 in a dead wall. 
Mr. SMITH.  YOS. 
Mr. SuMNERS. Then if you are going around to sec what your man 

has done, and even though he has done a nice job, if ho has fallen 
down much below 5,000 yon would wmit him speeded up a little. 

Mr. SMITH. Some men you would pay S2 a day and some men $5, 
and the $5 man might te cheaper than the otlier because he was 
expert. 

Mr. SuMNERS. There is one question that I would like to ask Mr. 
Thompson. 

Mr. THOMPSON. There is just one fact on this point that I want to 
impress on you and that is that this question of time study and 
analysis is just what is used for this particular purpose that you are 
talkmg about, that is, to differentiat<> between different conditions 
and the difference in quality and the question of speed where speed 
can be used, and quality where quality is the essential tiling. This 
method that I am trying to bring out is the important thing. 

Mr. SMITH. I of course recognize that it is all right for the con- 
tractor to know what a day's work is, but I will guarantee that 50 
years before you made that table his men knew what a good day's 
work was for a mechanic. 

Mr. THOMPSON. I have run across a good many contractors and 
builders, and I never yet have seen one that could tell accurately how 
much brick his men were going to lay unless he had been on a build- 
ing of just that particular type. Just one illustration. There was 
a certain building that was being put up with steel as a means of 
support, surrounded by brick, brick piers, and the workman or super- 
intendent who was on that job who was an experienced superin- 
tendent, who had worked all his life on bricklaying, graduated up 
from a brick foreman, was completely thrown off his base. He had 
no idea how much brick those men ought to lay on those piers, be- 
cause he had not had this opportunity and experience on this kind 
of work. I was able with this time study to fiOTre out just exactly 
what they should lay on that pier which ne could not do with all hia 
experience, and I never laid a orick in my life. 

Mr. SMITH. I don't beheve that they laid any more brick after you- 
figured it out than they did before. 

Mr. THOMPSON. This was not made for the purpose of making them 
lay more brick. It was made for the purpose of finding how much 
brick was an average.    It didn't have anytning to do with the bonus 
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or speed of the workmen or anything else. It was for the purpose of 
finding how much brick was l)eing laid bv an average mason on 
average work of this kind. The time study d>>es differentiate be- 
tween different methods, and carrying it further, which I have not 
done on this particular class of work, you differentiate between differ- 
ent motions, those which are quick and those which are slow, and 
you are able to put the thing on a good basis. 

Mr. SMITH. I think there is a good deal in what you say about the 
support you give your mechanic, eliminating a certain waste of 
time. If he has to go himself and get a drink at the pump, he doesn t 
get along as well as if his tender brought it to him. 

Mr. THCMPSON. Just to return to my illustration of the molding. 
Assume that this is a wooden molding. 

Mr. SMITH. You will find that it is cement. 
Mr. THOMPSON. I am going to take a knife and find out positively. 

But assume that it is a wooden molding. Hi less you take into ac- 
count these units and the different time that it takes to handle 
corners and straight work, you can not figure different rooms of 
different shapes. Now, that same thing applies—and I use it as an 
illustration—on all kinds of shop work, and machine work through- 
out the shop. 

The ACTING CHAIRMAN. Mr. Sumners desires to ask a question- 
Mr. SuMNERS. I want to know what relationship there should be 

between the price per unit under the bonus system above the 
standard production and the price per unit within the standard 
production. 

Mr. THOMPSON. Will you repeat that question? 
Mr. SUMNERS. Suppose eight units constitute the standard day. 

The man does nine units of work. Well, within the standard he 
gets 20 cents per unit.   What does he get for the ninth unit ? 

Mr. THOMPSON. Now, do you mean that as a standard time, the 
time in which he earns a bonus ? 

Mr. SUMNERS. NO, sir; I tried to state it as clearly as I could. 
Eight units he must produce before he gets to the point where he has 
a chance to earn a bonus. 

Mr. THOMPSON. That is where he gets a chance to earn a bonus— 
that is, he earns, we will say, $1.50 a day and when ho makes the 20 
pieces he gets a 50-cent bonus, ho woxdd get $2 a day. 

Mr. SUMNERS. Let's stop short of the bonus. You don't seem to 
follow my illustration; I will try to foUow yours. 

ITie ACTING CHAIRMAN. If you will permit the chair to make a 
suggestion. Suppose in making shocks you would consider that 
eight pairs constitute a fair day's work, and for that the workman 
received SS. Suppose he made nine pairs of shoes. Mr. Sumners 
wants to know how much he would receive per pair of shoes if he 
made eight pairs and how much he would receive if he made nine 
pairs. 

Mr. SUMNERS. It seems to me that ought to be a simple proposi- 
tion on a scientific system. 

You pay a man $8 for making eight pairs of shoes, and that brings 
you to the point where the man has a chance, if he produces more, 
to earn a bonus.    Do you follow me there ? 

Mr. THOMPSON. Yes. 
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Mr. SuMNERS. Well, when he gets to a point whore ho has a chance 
to cam a bonus—ho has a chance to make another pair of shoos. 

Mr. KicHARDS. It would bo $1.50. 
The ACTING CHAIRMAN. Let the witness answer tho question. 
Mr. THOMPSON. It is a complicated question. If it is straight 

piece work, ho earns an additional amount for that. If it is under 
a bonus system, he may get more than that additional for tho ninth 
pair. 

Mr. SiiMNERS. He may get more than that? 
Mr. THOMPSON. Yes. 
Mr. SuMNEKS. Which system do you recommend ? 
Mr. THOMPSON. I think perhaps right there, if it will not compli- 

cate things too much, I should explain the different types. 
Mr. SuMVERS. You may confuse us, but if you womd answer my 

shoe question you would not confuse us a bit. 
Mr. THOMPSON. I think I can perhaps explain. 
Mr. SUMNERS. Explain in ordinary language, if you can. 
Mr. THOMPSON. I think if you wdl let me just say a word with 

reference  
Mr. SUMNERS (interposing). We are thick-headed. We are not 

manufacturing men. You will have to make your explanation in 
our language. 

Mr. THOMPSON'. If you will let me just explain to you the way the 
bonus system works. 

Mr. SuMXERS. We don't care so much about the route if you will 
just tell us where he ends up. Hero is a fellow of average efficiency 
who makes eight pairs of shoes, and when he gets beyond that he 
gets a bonus. Hero is another pair of shoes. What are you going 
to pay him for that. 

Mr. THOMPSON. NOW, suppose for example, that eight pairs of shoes 
were tho standard amount at which ho earned a bonus. Suppose 
that his normal rate per day—^what I am describing is the bonus 
system— 

Mr. SiTMVERS (interposing). That is what I was asking about. 
Mr. THO-MPSON. Suppose that his ordinary rate paid per day is 

$3 a day. Now. wo will tt^ll that man, "Wo will never pay you less 
than $3 a day whatever your output is. If you make eight pairs of 
shoos, we will give you instead of $.3, $4." 

Mr. SUMNERS. I wish you would • 
Mr. THOMPSON (interposing). I bog pardon, I am coming to your 

point. After ho gets to that point, after he makes eight pairs, how 
much does he get for tho ninth pair? 

Mr. SUMNERS. Not at all. You begin to pay him when he makes 
eight pairs and stop short of tho bonus. I gave you an illustration. 
If you will follow it wo can think together. Eiglit pairs of shoos is 
what tho average mechanic makes and gets for it the average wago, 
and that is tho basis of production. 

Mr. THOMPSON. At $3? 
Mr. SUMNERS. .?8. Wo can keep even numbers. That is what the 

man earns during this standard day's work. You have got to have 
some foundation on Which to figure. Now, then, after he has dono 
that for which he would got %8, he produces another pair of shoos, 
which makes nine pairs of shoes.    That last pair of shoes which ho 
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has produced takes him beyond the basis of production and brings 
him within the realm of bonus.    What bonus ? 

Mr. THOMPSON. The way I would usually fix the bonus which he 
would get, he would get no bonus for the nine pairs. 

Mr. SuMNERS. What would he got for 10 pairs ? 
Mr. THOMPSON. WTiat is that ? 
Mr. SuMNERS. He would not get any bonus for the ninth pair? 
Mr. THOMPSON. What inducement has he to make the ninth ? The 

standard time is where we get twisted, or the standard amount of 
work that he gives.    May we not go back to my  

Mr. SuMNERS (interposing). No; let us stay on mine. 
Mr. THOMPSON. The point is, you do not understand the bonus 

system ? 
Mr. SXTMNERS. I want you to explain it to me. 
Mr. THOMPSON. Will you lot me give an illustration, please ? 
Mr. SUMNERS. Can not you answer that question ? 
Mr. THOMPSON. NO. It is on a piece basis. If it is a piecework 

scheme ho would get one-oighth more.    He would get $9 for the shoes. 
Mr. SUMNERS. Let us suppose it is not piecework, and he tiuns out 

one-eighth more than the average man. 
Mr. THOMPSON. That is not piecework? 
Mr. SUMNERS. Yes; not piecework. 
Mr. THOMPSON. What would it be if it was not piecework? 
Mr. SUMNERS. A day's work. 
Mr. THOMPSON. For a day's work he woxUd get a day's pay and 

would not get any more. 
Ml'. SUMNERS. What incentive is there for a man to increase his 

activities under your bonus system ?   Where does your bonus come in? 
Mr. THOMPSON. That is just what I am trying to explain. 
Mr. BROWNE. Can not you explain that so as to put it on a day 

basis? 
Mr. THOMPSON. Let us assume • 
Mr. BROWNE (interposing). Put it 50 cents a day. 
Mr. THOMPSON. Wo wiU assume that a man is earning $8 a day, 

regardless of what he makes. Wo won't say anything about pairs of 
shoes or anything. Eight dollars is the standard day's wage. Now, 
we will say to a man that if he will make 12 pairs in a day that ho will 
get SI2. If he makes 12 pairs then he will get $12. If ho makes 10 
pairs, he gets $8. Now, tne idea is that this standard that he works 
to, this $12 standard, is a high standard to work for, and a man will 
aim to get that SI2, and will have the incentive to get this high pay, 
which would be higher than he would got on a piecework basis, be- 
cause the piecework would be on a smaller rate per piece, and instead 
of beuig at a dollar, say, per pair, it would be 90 cents, or something 
like that. You give him a high standard, and a high reward, so that 
he works for that reward, and he gets the $12 when he makes the 12 
pairs of shoes.    Does that answer your point? 

Mr. SUMNERS. Yes, sir; but I can not see why you could not use 
nine hours. 

Mr. BROWNE. Mr. Thompson, are there any systems similar to the 
Taylor system in use in any of the European countries, Gennany or 
England, or any of the European countries? 

Mr. THOMPSON. Yes. 
36162—16- .. •_. •   ,.j 
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Mr. BROWNE. Which ones? 
Mr. THOMPSON. In France they have done a little, a little in Eng- 

land, and a little in Germany. What I mean by a little is, according 
to the straight Taylor system. They have gone a good way in certain 
features, in certam features of the management. 

Mr. BROWNE. IS this system agreeable to laboring people through- 
out the United States, in private institutions? 

Mr. I^OMPSON. Where it has been introduced, it is agreeable. I 
do not know of any cases where it is not agreeable, and I have got 
letters from a lot of employees similar to this one that I have here 
where they tell how much they like the system. 

Mr. BROWNE. Have you kept track of whether the accidents are 
greater i 

Mr. THOMPSON. I have records and letters from employees in 
which some of them say they have kept records of accidents, and 
have got some records with reference to insurance that they have 
paid, and the tendency is for accidents to decrease. The reason for 
this is that when you analyze your work and go into the details of 
methods and of machuics, and so on, the whole adjustment has to be 
made so much better and there is less chances for accidents than 
there is under the old methods of management. 

The ACTING CHAIRMAN. Mr. London? 
Mr. LONDON. Without going into details, isn't scientific manage- 

ment calculated to simplify the process of production ? I say, without 
going into details. 

Mr. THOMPSON. Yes. 
Mr. LONDON. That is the main object of scientific management? 
Mr. THOMPSON. Yes. 
Mr. LONDON. To subdivide a complex process into as many simple 

processes as possible. 
Mr. THOMPSON. To subdivide; yes.    I will say that tentatively. 

. Mr. Lrf)NDON. According to your technical language ? 
Mr. THOMPSON. Yes; that is true so far as studies are concerned, 

but not necessarily the subdivision of the work. For instance, we do 
not get a different man cutting a corner and—— 

Mr. LONDON (interposing). But you subdivide a complex process 
into simpler })rocesscs ? 

Mr. THOMPSON. I do in the studies. Whether or not you do with 
your employees depends on the class of work. 

Mr. LONDON. But if the work lends it-sclf to that? 
Mr. THOMPSON. Yes; but it lends itself to combination, too, 

because you can figure if a man is douig different types of things, you 
can figure it just ns well, and you don't have to subdivide so much in 
certain cases. There is nothing in the time-study method that makes 
it more necessary or loss necessary to subdivide. 

Mr. LONDON. iN'ow, is the bonus 8\-stem essential to scientific man- 
agement or is it an improved method of stbnulating work on the part 
of labor ? 

Mr. THO.MPSON. I would say yes, as compared with other forms of 
payment, such as piecework. I would say that the bonus was not 
necessary to scientific mimngemcnt, for you can have scientific man- 
agement with piecework; but 1 would say that I like the bonus much 
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better, because it works mu< h more smoothly, and the workers like it 
better, in my personnl experience. 

Mr. LONDON. XOW, whtt are the tsst ntial features of scientific man- 
agement? >\iter all, if it is scientife, it should be simjle; otherwise 
it can not be scientific. 

Mr. THO.MPSON. The essential thing in scientific manf gement is the 
actutil scientific study and treatment of i;ll features and parts of the 
work, including the study of the processes, the study of tne methods 
of work, tnd the study of the times of domg work, time study in a 
broad sense covering the whole process. 

Mr. LONDON. Here we have a definition of scientific management. 
Let us see if it meets with your approval. 

Scientific managomeut includes the critical obeervation. analysiB, and clagrifica- 
tion of all industrial and busincsB phenomena, and the uj'Btematic application of the 
results of the resulting records to securing the most efficient production and distribu- 
tion of products, and to make prrparations for future development. 

Mr. THOMPSON. I think that is very good. 
Mr. IJONDON. Then two other paragraphs follow: 

Ita most permanent element is the mental attitude which consciously applies (he 
principles of scientific investigation to all the phenomena of businrss, and the trans- 
ference of skill to all its activities. 

Now, in determining what should be paid to a man, do you start 
out with a minimum below which you would consider that you are 
doing a wrong to an employee ? 

Mr. THOMPSON. A minimum wage, you mean ? 
Mr. IX)NDON. Yes. 
Mr. THOMPSON. Yes. 
Mr. LONDON. You start out with the idea that a certain niininium 

wage is necessary ? 
Mr. THOMPSON. Yes. 
Mr. LONDON. Necessary for what purpose, to keep the man alive ? 
Mr. THOMPSON. No. I don't call it a minimum wage. We don't 

have a minimum wage in the sense that it is a low wage. Wo have 
for the wage of a man the wage that is determined by the conditions 
of the manufacture, the local conditions, and all these other condi- 
tions just about the same way that you fix the wage in any business. 

Mr. LONDON. Let us see, when you used the word 'bonus" you 
used it in the sense of extra compensation, did you not 1 

Mr. THOMPSON. Yes, for extra compensation. 
Mr. LONDON. What we want to know is, before you come to deter- 

mine what shall be the extra compensation, have you any method of 
determining what shall be the ordinary compensation? 

Mr. I'HOMPSON. NO scientific method. 
Mr. LONDON. NO method. We are assuming that everything we 

say here is scientific. You have no method of determiniag what 
shall be the ordinary wage, have you ? 

Mr. THOMPSON. NO; no more method than  
Mr. LONDON (interposing). Than the law of supply and demand ? 
Mr. THOMPSON. That is it. 
Mr. LONDON. NOW, if the law of supply and demand, or the par- 

ticxJar condition surrounding the laoor market is such that the 
ordinarj' wage is not sufficient to enable a man to earn a hvelihood, 
then your bonus would be on a false basis, would it not ? 
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Mr. THOMPSON. If the wage, the original wage  
Mr. LONDON (interposing). If your original wage is inferior to your 

main standards, then the oonus would not be of much help to the 
worker. 

Mr. THOMPSON. Put it on the other basis that you spoke of, the 
basis of the law of supply and demand. If the wage is below that 
required by the law of supply and demand  

Mr. LONDON (interposing). No wage is required by the law of 
supply and demand. Supply and demand may detonnine what 
wages are to be paid at the particular time and the particular place. 
What I am interested in is this: Employers and scientific experts 
decide upon methods of compensation, or are supposed to decide 
upon methods of compensation. They provide extra forms of com- 
pensation in the form of bonuses ? 

Mr. THOMPSON. Yes. 
Mr. LONDON. What I am trying to get at is this: Is there any law 

or rule, other than the law of supply and demand, which determines 
what shall be the regular compensation of a worker ? 

Mr. THOMPSON. None that I know of; no. 
Mr. LONDON. In other words, if the condition of the labor market 

is such that the regular wage is far below the minimum required to 
give a man the means to hve, then you do not provide nim with 
sufficient means to support himself under your scientific management ? 
I wonder if I express myself?   Have I made the question clear? 

Mr. THOMPSON. Yes, sir; you have made it clear. You are getting 
into such an economic problem. 

Mr. LONDON. That is the question in which we are interested; that 
is the prominent question. 

Mr. THOMPSON. I will say this, under scientific management, the 
base wage is usually somewhat higher than the wage that is prevalent 
in the community. 

Mr. LONDON. It is somewhat higher? 
Mr. THOMPSON. It is a little higher, but it does not fix it according 

to the working conditions or the minimum wage question. 
Mr. LONDON. In other words, in determining the efficiency of the 

human machine, you do not ask how much bread, how much food, 
how much shelter, how much recreation, or how much education 
that human machine needs in order to be an efficient machine, to 
start out as an efficient machine. You do not ask yourself that 
question, do you ? 

Mr. THOMPSON. We will have to say—I say no; I will say no, we 
do not. 

Mr. LONDON. In examining the ordinary machine which is used 
as a machine for producing things, you do examine the efficiency of 
the machine itself, don't you? 

Mr. THOMPSON. Yes. 
Mr. LONDON. But you do not do it when it comes to the human 

machine. 
Mr. THOMPSON. Well, now, I am going to  
Mr. LONDON (interposing). That is a simple question. 
Mr. THOMPSON. What is that? 
Mr. LONDON. I say it is a simple question. 
Mr. THOMPSON. 'Ine trouble is on that sort of thing you can not 

get away, as I can see, from the law of supply and demand in fixing 
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Mr. LONDON. We will leave that to the political economists of the 
orthodox school. 

Mr. THOMPSON. YOU have got to take that into consideration. 
Mr. LONDON. We will leave that to the old economists. 
You are new scientific managers and the teachers of the new law 

of economics, aren't you? 
Mr. THOMPSON. We do not claim to be perfect. 
Mr. LONDON. I know- I do not expect you to be perfect. 
Mr. THOMPSON. I will say this, that scientific management goes 

further in that sort of thing and in making careful studies of the 
worker and in pajang them enough earnings that they will be in 
satisfactory condition and have better living conditions than any 
other method that I know of, and that is taken into account, but it 
is not taken into account scientificallv. We have not got so far aa 
that. 

Mr. Feist just says that lie does do this; that he takes stock of this 
every hour, and he is going to testify to-morrow morning, and he will 
explain that. 

Mr. NOLAN. We are trying to get the testimony here which each 
one of you gentlemen gives. You are put on here as witnesses, and 
I will suggest that each one of you answer at the time, if you can. 

Mr. LONDON. I am trying to get at the essential facts in this scien- 
tific management movement. Large industries wiU, of course, seek to 
adopt every new method that will suggest itself as an efficient method, 
as a more productive method; but in dealing with the human machine, 
in dealing with the whole people, wc are particularlj' interested in the 
question whether these new scientific methods start out with the 
proposition that they must first of all supply the worker with sufficient 
means to eani a Uvelihood. In other words, we have no use for any 
efficiency method that does not start out with that fundamental 
proposition.    Do you get me now ? 

Mr. THOMPSON. What are you going to do? Are you going to 
throw all methods and all of tlie basic things away, or are you going 
to adopt them as the best we have, with the idea that the method 
which does do these things in a scientific way is going to take into 
account these very things that 3rou talk of ? I will say frankly that 
I have not done that, but that it should be taken into account in a 
broad sense; that the whole problem should be figured out, and the 
researches and study and investigations tend toward taking the whole 
thing into account. 

Mr. LONDON. I am afraid I have entered upon a discussion, and I 
will give somebody else a chance. 

Mr. NOLAN. Are you an efficiency engineer? 
Mr. THOMPSON. I am a management engineer. 
Mr. NOLAN. DO you install an efficiency system under what is 

claimed to be scientific management ? 
Mr. THOMPSON. I install scientific management. 
Mr. NOLAN. Might I inquire whether you install the Taylor system 

or the Emerson system, or a system of your own ? 
Mr. THOMPSON. The Taylor system. 
Mr. Noi^N. You are engaged in installing the Taylor system ? 
Mr. THO.MPSON. Yes, sir. 
Mr. NOLAN. How long have you been engaged in that work, Mr. 

Thompson ? 
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Mr. THOMPSON. I have been interested—that is, either in installing 
or in work connected with the studies of the Taylor system, for 20 
years. 

Mr. NOLAN. YOU stated you worked in a shop. Did you have any 
mechanical training, either before or after you had adopted this 
profession ? 

Mr. THOMPSON. I graduated at the Institute of Technology, and 
I worked in a shop after I got out from there, a mill, for two or three 
years. 

Mr. NOLAN. Were vou employed by Mr. Taylor? 
Mr. THOMPSON. I did engineering work.    How is that? 
Mr. NOLAN. Were you employed by Mr. Taylor? 
Mr. THOMPSON. At one time, yes; t have been associated with him 

for a good many years after this. 
Mr. NOLAN. But vou arc now in business for yourself? 
Mr. THOMPSON. Ves. 
Mr. NOLAN. You spoke of taking up the work for some unions. 

I just only want you to indicate tiie name of the union. I do not 
know that you stated it at the time you started out? 

Mr. THOMPSON. I do not know that I am at liberty to say that. 
It was a private matter. 

Mr. NOLAN. Well, of course, we do not want j'ou to divulge any 
confidences.    I did not know but what it was common knowledge ? 

Mr. THOMPSON. I had just as soon tell you personally or other 
members of the committee. 

Mr. NOLAN. I just thought probably j^ou overlooked stating the 
name of the organization ? 

Mr. THOMPSON. NO. 
Mr. NOLAN. YOU spoke of a Mr. Valentine ? 
Mr. THOMPSON. Yes. 
Mr. NOLAN. Is he associated with you in your firm? 
Mr. THOMPSON. NO; except this one particular proposition, he is 

not associated with mo. 
Mr. NOLAN. Is that the Mr. Valentine  
Mr. THOMPSON (interposing). Robert G. Valentine. 
Mr. NOLAN (continuing). That was associated with Mr. Hoxie and 

Mr. Frye ? 
Mr. THOMPSON. Yes. 
Mr. NOLAN. He is a scientific management expert, or engineer? 
Mr. THOMPSON. No; he is an industrial expert. That is, that is 

what he gives his title as. 
Mr. NOLAN. Is he engaged in similar work with you? 
Mr. THOMPSON. NO. 
Mr. NOLAN. AS I understood you, you said that the only way in 

which you know to test the piece prices was through the stop watch 
or time study—the only sensible way ? 

Mr. THOMPSON. The only accurate way; and, yes, the only sensi- 
ble way. 

Mr. NOLAN. And you said that you did not know of any way that 
was in existence in the matter of setthig prices on a large scale, piece 
prices on a large scale, without the stop-watch or time-study system ? 

Mr. THOMPSON. On most classes of work, yes; as a general propo- 
sition; that is, I do not know of any way of setting them accurately. 
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Mr. NOLAN. DO you know anything about the system adopted by 
the stove molders and their employees, the members of the national 
association in the stove shops? 

Mr. THOMPSON. No; I do not. 
Mr. NOLAN. Do you know that they have had a system of setting 

prices for 20 years ? 
Mr. THOMPSON. I understood that they used the stop watch—in 

setting  
Mr. NOLAN (interposing). I will disabuse yoiur mind on that. 

Thoy do not use it, and the men would not stand for it for a moment. 
I happened to be a party to it on one part. That is why I make that 
statement so emphatically, that there i.s no such thmg as a stop 
watch, or a watch of any kind, used in the setting of prices in the 
stove shops; and I woidd advise you to become familiar with their 
system, so that you will see that there is a system in vogue in this 
country which has in elfect a common-sense method of setting prices 
between employer and employee. 

Mr. THOMPSON. YOU will notice that in general I qualified that 
statement, that I did not know of any system, that I aid not know 
any way in which it could be done, except by a stop watch. I said 
for most classes of industrj-. 

Mr. NOLAN. If a class of work such as a stove business, which is 
more or less of a representative character, and which is ready at all 
times to accept advantages in methods of holding—and one stove is 
almost the same as another stove, except for the design, and the 
form, or something like that—they have set piece prices lor 26 years, 
and never attempted to use a stop watch. 

Mr. THOMPSON. May I ask a question? It involved how long it 
would take to do the work, did it not ? 

Mr. NOLAN. The whole thing is set on a time basis. Everything 
is done by comparison. 

Mr. THOMPSON. Comparison as to how long it would take ? 
Mr. NOLAN. NO; comparison on a similar line of work. 
Mr. THOMPSON. AS to how long it would take ? 
Mr. NOLAN. NO; as to what otiier work pays; and if there was an^ 

improvement in the new job, as to whether it ought to be more, or if 
there was a benefit to the employer. 

Mr. THOMPSON. AS to how much he ought to receive? 
Mr. NOLAN. Yes. 
Mr. THOMPSON. And that is based on the time that it takes. 
Mr. NOLAN. Yes; that is based on the time that it takes. 
Mr. THCMPSON. SO that you really get down to the time basis as 

we do? 
Mr. NOLAN. YOU get down to a common-sense method of com- 

puting time. 
Mr. THOMPSON. But it is a time basis ? 
Mr. NOLAN. Without a time-measuring device or a stop watch. 
Mr. THOMPSON. You use an ordinary watch ? 
Mr. NOLAN. YOU do that in a day's work. 
Mr. THOMPSON. Yes. 
Mr. NOLAN. There is not any objection, I do not think, to the fact 

that a man will say that this job ought to be done in an hour. If 
you work eight hours, you ought to make eight of them in eigtit hours. 
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That ia a fair day's work. That is the common-sense method of set- 
ting that, but tms bill seeks to eliminate the split-second stop-watch 
timmg. 

Mr. THOMPSON. Your time on tliis particular class of work—it 
might be that you can get your time near enough by your over-all 
time; that is what your time is based on. 

Mr. NOLAN. In other words, to make it as short an illustration as 
possible. There is not any difference in setting prices in the stove 
shop and setting a day's work in an ordinary foundry. The proposi- 
tion is left to the men, employer and employee, to come to some sort 
of a nmtual understanding on a common-sense day's work, mutually 
satisfactory to both parties, and the element of time always enters 
into it. 

Mr. THOMPSON. That is, requiring a certain amount of work in 
molding. 

Mr. NOLAN. In a day, or setting the piece price. 
Mr. THOMPSON. Then, you really have a bojnis for a standard time 

jnst the same ? 
Mr. NOLAN. Everything is time. Your day's work is time. The 

number of your hours is a certain amount of time. So time always 
enters into it. 

Mr. THOMPSON. The only distinction that I can see in this particular 
class of molders—different types of work are so closely allied that you 
generally have to get down to the units. Mj'^ point is this, that 
whereas in this particular type of work you may not neefl this in 99 
cases out of 100, in order to fix your standard time, you have abso- 
lutely got to go into these detailed units in order to get it accurate, 
and If you do not get into these accurate units, you will not get the 
correct time. 

Mr. NOLAN. Lot us get right down to the essential basis, as I under- 
stand it, about this stop watch and time-measuring system. Under 
the piece-price system that I illustrated, the man that performed the 
operation, or the operative, as you call him, is taken into considera- 
tion, and bargains with his employer. Under your system the indi- 
vidual or operator has nothing whatever to <lo with the setting of 
the price.    Is not that a fact ? 

Mr. THOMPSON. The price is set by the time study man. There is 
no objection  

Mr. NOLAN (interposing). And the operator is not consulted as to 
whether that is satisfactory to him or not. It is satisfactory; is that 
not right ? 

Mr. THOMPSON. He has a right, though—as far as the setting is 
concerned, it is a matter of scientific study, and the actual time is 
taken. 

Mr. NOLAN. That is what I wanted to get at. 
Is not that just exactly the great complaint among the operators, 

the men that do the work, that they are not taken into consideration 
at all in the question of fixing the hourly rate, or the day rates, or 
the task, or the amoimt to be paid by the piece ? 

Mr. THOMPSON. I am glad that you brought that up, Mr. Nolan, 
because I never knew any objection on the part of the operators to 
any of those things, and 1 have been in a great many cases. 

Mr. NOLAN. Isn't that for this simple reason: That it is not your 
business? 
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Mr. THOMPSON. What is not? 
Mr. NOLAN. TO deal with the operatives. 
Mr. THOMPSON. Oh, yes; it is. 
Mr. NOLAN. Let us see whether it is or not. When you go into a 

shop and apply this system, you come in imder contract with the 
employer.    Is not that a fact ? 

Mr. THOMPSON. Yes. 
Mr. NOLAN. And you are employed by him ? 
Mr. THOMPSON. Unless I am doing it lor the unions. 
Mr. NOLAN. Yes; but I am talking now generally of how the sys- 

tem is installed. It is the first time I ever knew that any organization 
had taken advantage of this system; but the ordinary way is that the 
employer or owner, or the manager of the corporation, employs an 
efficiency engineer to go into his estabhshment for the purpose of 
applying scientific management to that establishment. 

Mr. THOMPSON. Yes. 
Mr. NOLAN. Wherein do you, as the director of your sjrstem, or 

one of your time study men, consult or confer with the employee 
himself s 

Mr. THOMPSON. They consult with the tune study men at every 
step; I mean, with the operative at every step. 

Mr. NOLAN. As to the amount of time he took? 
Mr. THOMPSON. That is determined by the watch. 
Mr. NOLAN. Then how do they consult him and why do they con- 

sult him ? 
Mr. THOMPSON. They consult him as to the methods of doing a 

thing, and as to how the work is progrcssmg, and as to whether it is 
tiring him and as to how he is getting along. 

Mr. NOLAN. Do they consult him or advise him ? 
Mr. THOMPSON. NO; they consult him; they ask him. 
Mr. NOLAN. Are you willing to stand on that statement? 
Mr. THOMPSON. Yes. 

•     Mr. NOLAN. Then probably we will get somewhere. 
Mr. Thompson, what training docs the ordinary time-studv man 

have to qualify him for this important work ? For instance, I want 
to make it clear, so that there will not bo any issue here. You want 
a number of time-study men in connection with your business. What 
training or what instructions do you give them to qualify thorn for 
this work, so that they will study the movements of a man by timing 
with a stop watch, and also taKe into consideration the amount oi 
energy used, the question of exhaustion, and all of the human element 
involved in the work of an individual when he is under this stop-watch 
system, as to what should bo a fair day's work for the employer and 
what should be a reasonable task—what training do these men get? 

Mr. THOMPSON. My associate, Mr. Lichtner, has been in time-study 
work for a groat many years, and if wo go into a shop in that way, he 
takes chaise of the time study himself, and he directly trains the time- 
study men who are working in that shop. He shows them how to 
do it, and he takes time alongside of them, and he works up their 
time and shows them how to do it. 

Mr. NOLAN. HOW long does it take the average man, or how long 
do you give instruction to the average man, so that he might bo con- 
sidered proficient to be a time-study man? 
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Mr. THOMPSON. That depends upon the type of man, of course, 
and ho has got to have a good foundation—that is, he has got to be 
a man who is capable of handUng that work; whether he is a mechanic. 
Sometimes we take a time-study man from the shop; sometimes we 
take a man from outside who has had experience in shop work of 
different kinds. Wo take him usually if wo can from the shop where 
we aro doing the work. 

Mr. NOLAN. HOW long does it take ordinarily to instruct one of 
those men so that they are proficient ? 

Mr. THOMPSON. With the proper training, possibly a couple of 
year« before you can roa-sonaoly be sure he can go it alone in good 
shape. 

Mr. NOLAN. Do vou take him under your wing all of that time ? 
Mr. THOMPSO.V. Yes. 
Mr. NOLAN. In the shop? 
Mr. THOMPSON. Yes. 
Mr. NOLAN. Suppose you have a number of them; liow do you 

work tliat out ? 
Mr. THOMPSON. A number of shops ? 
Mr. NOLAN. A number of men in any particular shop. 
Mr. THOMPSON. In the same wav. 
Mr. NOLAN. DO you take them fn groups, and instruct them ? 
Mr. THOMPSON. Individually. 
Mr. NOLAN. DO you have any group of men connected with your 

establLshmcnt who are time-study men ? 
Mr. THOMPSON. Yes. 
Mr. NOLAN. HOW many? 
Mr. THOMPSON. Well, I have several. I make it a plan when I 

take hold of a piece of work to have the man on the job who under- 
stands time service pretty thoroughly, even if he does not do the detail 
work.    Sometimes he may and sometimes I may employ other men. 

Mr. NOLAN. Coming back to that proposition of taking two years 
to educate a time-study man in an establishment.    You pick out • 
some man in the establishment or a man from outside whom you 
think is quahfied and put him in there. 

Mr. THOMPSON. Yes, sir. 
Mr. NOLAN. And he is the time study man for the establishment. 

IS that right ? 
Mr. THOMPSON. Yes. 
Mr. NOLAN, It takes two years to educate him to do that worki 
Mr. THOMPSON. That is, roughlv speaking. Some kinds of work 

he can learn to do in less time and some kinds more. 
Mr. NOLAN. That man has to do with the setting of a task, com- 

puting the day's work for the men in that shop during those two 
years that he is becoming drilled and trained as a time study man ? 

Mr. THOMPSON. \'ery little until toward the end of the two years. 
That is, I always plan to have the setting of the task directly under 
myself or my associates, or one of my experienced men. 

Mr. NOLAN. HOW long after you go into that shop do you start in 
to put the task system into eliect ? Do you start to do it hnmediately, 
or do you wait until these men are qualified to set those tasks, and ao 
you wait two years to do that, or do you start in from the bcgimiing? 

Mr. THOMPSON. In some places you have to wait two years before 
you set any task, and in others you start inside of three or four or five 
months; not usually before six months. 
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Mr. NoLAX. You say here that no tasks are set ordinarily under 
this system until iive or sLx months, and from that until two years? 

Mr. THOMPSON. That is my practice, yes. 
Mr. NOLAN. That is your practice? 
Mr. THOMPSON. Yes. 
Mr. NOLAN. Of course, I would only ask you from your own prac- 

tice. You do not start to put it into effect, and the men do not 
attempt to work under it. In other words, you do not cut down 
the time on a job. You do not apply the knowledge acquired through 
the stop watch, time study, and other methods that are used to deter- 
mine results under this system until after five or six months? 

Mr. THOMP-SON. Yes. 
Mr. NOLAN. The men go along in the old groove all of that time? 
Mr. THOMPSON. Yes. 
Mr. NOLAN. And nothing is attempted to be done with them ? 
Mr. THOMP.SON. The point is that in order to get ready for this 

there is a whole lot of other parts of the work to be done. You have 
got to have a standard; you can not begin to take time studies right 
away for the purpose of standardizing materials and the employees. 
You have got to get the supply of materials in shape; you have got 
to get your materials so that tney are standard. 

Mr. NOLAN. You are standardizing the work of that establish- 
ment when you go in there ?   That is a part of your work ? 

Mr. THOMPSON. Yes. 
Mr. NOLAN. It does not make any difference where it is out of line, 

it is your duty to find out just where it is out of Une and to stand- 
ardize it ? 

Mr. THOMPSON. Yes. 
Mr. NOLAN. What I want to get at is, how long, ordinarily, does 

it take from the time you enter the shop before the men go to work- 
ing under this so-called time-efficiency system? And the time it 
takes to educate these people to their jobs ? 

Mr. THOMPSON. The time is sLx months to two years. 
Mr. NOLAN. DO you know whether Mr. Taylor followed that same 

idea or not, always ? 
Mr. THOMPSON. I think so. 
Mr. NOLAN. I did not catch the name of the city that that letter 

came from up in Connecticut. 
Mr. THOMPSON. New Haven. The letter is dated Whitneyville, 

Conn., but he works in the Acme Wire Co., in New Haven. 
Mr. NOLAN. Have you undertaken to standardize that silk mill 

that you spoke of a while ago ? 
Mr. THOMPSON. NO. 
Mr. NOLAN. If not, I do not believe I ought to ask any questions 

on it. I was going to ask you, but inasmuch as you did not have an 
opportunity to study all of the conditions there, I think it would be 
unfair. You stated that you did not know of any instance where 
scientific management had been installed to any considerable extent 
where your employees made any complaint. Did I understand you 
aright to that extent ? 

Mr. THOMPSO.V. I know from hearsay that the Watertown Arse- 
nal—that some of the men made complaints. I am speaking about 
my own practice, and other shops that I have known about directly 
that I have been in, and that I have been associated with either 
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directly or indirectly and been through, and I never had any experi- 
ence oi that kind. I do not know anything about the Watertown 
Arsenal situation, and so I am not qualified to answer any questions 
about that; but I will say this, that if it is a fact that the men at the 
Watertown Arsenal dislike the system—and I am not at all sure that 
they do—it is an extremely exceptional case. I have got hundreds 
of letters—I will not take time to read them now—but I have got a 
lot of letters from employees similar to this one which I have read, 
showing actually what they think about it. 

Mr. NOLAN. Inasmuch as I did not have a chance to get a line on 
that last question, I want to ask you one more. Mr. Sumners here 
put a hypothetical question regarding something in relation to the 
premium or bonus system, and he cited a case where a man might 
make eight pairs of shoes a day and receive $1 per pair. That is, 
eight would be the task set under time study. 

Mr. THOMPSON. I said 12 would be the task. 
Mr. NOLAN. But get it down to Mr. Sumner's question. Mr. Sum- 

ners put a hypothetical question hero about eight pairs per day; that 
is, provided you went into an establi.shment and you decided that eight 
pairs of shoes a day, after careful study, was a task for the individual 
man. 

Mr. THOMPSON. And required a bonus payment? 
Mr. NOLAN. Just a moment. And he was receiving a day's pay of 

$8 per day, and you were required to set a day's work for that $8. 
What did you say he would receive providing, after produc- 
ing the task suggested by you, he should produce one pair more, 
making nine pairs—what did you say he would receive for the ninth 
pair? 

Mr. THOMPSON. I have to ask you again whether $8 is his daily 
wage ? 

Mr. NOLAN. Yet, sir; that is it. 
Mr. THOMPSON. I would say again that by the premium system he 

would get one thing; by the bonus, another. By the bonus I would 
say—that, you say, is a day's wage—the point is right here. 

Mr. NOLAN. Let me get this question right here. Say he was 
making $8 a day and only making five pairs of shoes ? 

Mr. THOMPSON. Yes.; that is better. 
Mr. NOLAN. He was getting $8 a day ? 
Mr. THOMPSON. Yes. 
Mr. NOLAN. And he was making five pairs of shoes a day ? 
Mr. THOMPSON. Yes. 
Mr. NOLAN. YOU went in there at the request of the manager ? 
Mr. THOMPSON. Yes. 
Mr. NOLAN. TO install tlie system ? 
Mr. THOMPSON. Yes. 
Mr. NOLAN. After installing the system you set, according to your 

time studies, eight pairs of shoes as a day's work, a task. 
Mr. THOMPSON. Yes. 
Ml". NOLAN. And he would receive for that the basic rate of $8? 
Mr. THOMPSON. NO. , . 
Mr. NOLAN. Hold on. 
Mr. THOMPSON. That is wrong. 
Mr. Noi^N. Let us see whether it is or not. 
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Mr. THOMPSON. We never set a task on a piece base work. We 
set the task on what he ought to have done if he nad done an especially 
good day's work. 

Mr. Noi^N. You do set tasks under the daywork system ? 
Mr. THOMPSON. No. 
Mr. Noi-AN. Well, the Taylor system does? 
Mr. THOMPSON. Yes, but not for a day's work.    He gets his day's 

fay out of what he does, and if he does the standard amoimt of work 
e gets $9, we wUl say. 
Mr. NOLAN. Your system means that you would go in there and 

you would introduce new methods ? 
Mr. THOMP.SON. Yes. 
Mr. NOLAN. Whereby you say that that man would not do any 

more to accomplish  
Mr. THOMPSON (interposing). That is, would not work any harder! 
Mr. NOLAN. Would not work any harder, and that you introduced 

scientific methods whereby that man, instead of producing five pairs 
of shoes a day, would be enabled, with the same effort or less effort, 
to produce eight pairs of shoes a day ? 

Mr. THOMPSON. Yes. 
Mr. NOLAN. And that you were in there for the purpose of taking 

up the slack, if we can use that term ? 
Mr. THOMPSON. Yes. 
Mr. NOLAN. And supplying scientific methods to meet the output, 

and you do meet the output, so that that man did not have to use 
any more energy in the production of eight pairs of shoes than five, 
you would not change the pay ?    It still remained at $8 ? 

Mr. THOMPSON. I would not do that. 
Mr. LONDON. I think the figure "8" is too big. We are all get- 

ting confused. 
Mr. NOLAN. TO show that this system, as this committee has got 

it of the proponents of the Taylor system, and I think as Gen. Crozier 
would probably testify, as he will if he is here to-morrow, and as he 
has done in days gone by, that they introduced methods in the 
Watertown Arsenal whereby the production of the individual worker, 
who was receiving $3.24 per day, was increased 274 per cent. 

Mr. THO-MPSON. Yes. 
Mr. NOLAN. NOW, for that increased production ho only got 83.24. 
Mr. THOMPSON. \Vliat was his wage before ? 
Mr. NOLAN. $3.24. 
Mr. THOMPSON. YOU mean he got the same wage during this time ? 
Mr. NOLAN. Yes, sir. 
Mr. THOMPSON. There I think you are absolutely wrong. 
Mr. NOLAN. We can take that from his testimony. 
Mr. THOMPSON. I think you will find that he got one-third more. 
Mr. NOLAN. No; after they set the task. 
Mr. THO-MPSON. When they set the task they gave him an extra 

amount ? 
Mr. NOLAN. But Gen. Crozier took the position that they intro- 

duced new methods. 
Mr. THOMPSON. Yes. 
Mr. NOLAN. That made it possible for the man to produce this 

much more? 
Mr. THOMPSON. Yes. 
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Mr. NOLAN, Without any increased effort on his part 1 
Mr. THOMPSON. Yes. 
Mr. NOLAN. And that the United States Govcniraent was entitled 

to that 274 per cent increase of output because it was not . 
Mr. THOMPSON (interposuig). At the same pay that he was getting 

before ? 
Mr. NOLAN. Yes. 
Mr. THOMPSON. Absolutely no. I am dead sure of that. I want 

you to ask Gen. Crozier as to that. 
Mr. EMERY. There is a sentence here from Gen. Crozier's state- 

ment that I thuik if you will permit me I wiU read it to you. 
Mr. NOLAN. I want to get the page. 
Mr. EMERY. This is an address that he made this winter. Ho says 

here: 
Some of the conclusions of the reports are very curious; one of them, for instance, 

says that the claim of increased earnings for the workman was shown to be unfounded, 
and that as a matter of fact wages were reduced. This conclusion wsis worked out by 
showing that if a man did two and one-half times as much work under the premium 
system and received only 33J per cent more pay, liis pay per unit of work must have 
been less, which the committee called a decrease of wages, notwithstanding the fact 
that by this kind of operation, a $3 a day man would earn $4 in the same length of 
time. 

Is that the point ? 
Mr. THOMPSON. That is the pohit I made; that he does get more 

pay- 
Mr. NOLAN. Then, let us find out. If you set the task at eight 

pairs of shoes, and you consider $8 a day a fair rate for eight pairs 
of shoes, what would that employee get either imder bonus or 
premium system for the ninth pair of shoes that he made ? 

Mr. THOMPSON. I wiU have to ask again whether that $8 is a day 
wage. 

Mr. NOLAN. No; you are setting the $8 for this eight pairs of 
shoes. I am leaving it right up to you now. You set $8 and set 
eight pairs of shoes which must be made for the $8. What would 
you give him for this ninth pair ? 

Mr. THOMPSON. Was his day wage $6, we will say ? That includes 
a bonus ? 

Mr. NOLAN. Leave out that question of bonus up to $8. Leave 
out the conditions that he worked under prior to that time; but 
after you have given him the job. 

Mr. THOMPSON. Yes. 
Mr. NOLAN. And decided that within any given time—within a 

day—that eight pairs of shoes be accomplished, we will say, in eight 
hours' time, and he got for that work $8. Suppose he happened to 
produce that eight pairs of shoes in shorter time than eight hours, 
which was the day's length, and it pennitted him to make a ninth 
I)air of shoes.    ^Vl^at would he get for that ninth pair of shoes ? 

Mr. THOMPSON. If he was on a piecework basis he would get $9: 
if he was on a bonus basis it woulcl not be fixed that way at lul. 

Mr. NOLAN. Wliat would he get on a bonus 1 
Mr. THOMPSON. If he made 9 pairs of shoes you would give him 

J9. His day wage might be $8 before. That would be a very small 
increase; now, you say 9 pairs of shoes is a good days work. "If 
you can make 9 pairs of shoes I will give you $9.''    You do not 
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care anything about anything else.    You do not care anything about 
what he would make if he was working on a day rate. 

Mr. SuMNERS. Suppose he makes 10 pairs of shoes, what wo\ild he 
make? 

Mr. THOMPSON. In some types of bonus, he would get the extra 
dollar, and get $10. In other types of bonus, we feel that the ninth 
is as much as he ought to make, and after that we do not give him a 
similar increase. 

Mr. NoiAN. He would not get $10 for that? 
Mr. THOMPSON. Not always. It depends. For instance, on the 

type of work Mr. Towne was speaking of, he gets the work increased 
rignt away; in other types of work you set a task with the human 
element in view, and the effective pomt in that is that you say a fair 
task Ls nine shoes. I am not going to pay that man any more if he 
makes 10 pairs of shoes; because I do not want hint to make 10 pairs. , 
Nine pairs of shoes is enough for him to make. 

Mr. NOLAN. Then your system also stops the opportunity of the 
individual ? 

Mr. THOMPSON. It stops him from overdoing. 
Mr. NOLAN. It does stop him from overdoing. 
Mr. THOMPSON. In this type of work it does. 
Mr. NOLAN. By penalizing him in that way? 
Mr. THOMPSON. He never does it. 
Mr. NOLAN. I do not see why he should. 
Mr. THOMPSON. He does not. 
Mr. NOLAN. If you are going to bring down the pro rata amount 

per unit. 
Mr. THOMPSON. Take it in a shop like that, and the average man 

is almost identical with that man. They do not overrun it, because 
the employer does not want them to and does not offer them any 
incentive. 

Mr. NOLAN. Is that the reason given for Gen. Crozier's 274 per cent 
with only 33J per cent increase in wages? 

Mr. THOMPSON. He works on a different plan. Where there is an 
increase with the amount done, which I thinlc varies directly with the 
amount put in, the idea being that in most of the types of the machine 
shop work that he has, so much of it is machine work that the extra 
amount does not tire the man. 

Mr. NOLAN. NOW, Mr. Thompson, in all fairness, if you could not 
illustrate to this committee on a simple proposition of this kind how 
a bonus or premium system could be applied, how in God Almighty's 
world coulci you expect it to be agreeable to the men in the shop ? 

Mr. THOMP.SON. It is surprising how the men in the shop can 
figure all kinds of things, as you know, when it comes to the amount 
you earn. 

Mr. NOLAN. You could not give it to the committee on this simple 
example. 

Mr. THOMPSON. My point was right here that you and Mr. Sum- 
ners both were starting out on a day work basis, and I could not 
understand whether you were driving at the day wage or the bonus 
wage. The bonus plan does not take into account what the man 
does when he is getting just his day's pay, because the (question is to 
get the bonus up and not the day's pay. That is the point that I was 
trying to explain to you. 
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Mr. KEATING. AS I understand it, you advocate the Taylor system 
and are installing the Taylor system in your business ? 

Mr. THOMPSON. Yes. 
Mr. KEATING. Let me ask you if Gen. Crozier has made an accurate 

statement of the bonus system in this quotation from his annual 
report for the fiscal year ending June 30, 1911, page 17 :^  

For example, a workman has been doing a piece of work in 190 minutes. After a 
painstaking study of the job, and of all the means of saving time, the man is carefully 
instructed as to these means, and is told that for every minute saved within, say, 120 
minutes, he will be paid for half a minute at the regular rate, in addition to his regular 
daily pay; and that it is thought that he can do the work in 72 minutes, for which 
time the increase over his regular pay will amount to 33 J per cent. 

Is that a fairly accurate statement ? 
Mr. THOMPSON. That is a fairly accurate statement of what is 

termed the "premium method of pay." 
Mr. KEATING. Gen. Crozier descrioed it as the bonus system. 
Mr. THOMPSON. Gen. Crozier is not quite correct in calling that the 

bonus system.    It is more technically the premium system. 
Mr. KEATING. And we will not bo able to consider Gen. Crozier as 

a technical witness or an expert witness in considering this system ? 
He is not to be regarded as such ? 

Mr. THOMPSON. I said that he is not ganorally considered so; those 
are relative terms and they have not been in use for very long, and 
they are used synonymously to a limited extent, and used inter- 
changeably, and I am talking about as a general rule the other term 
is used as a bonus and this is used as a premium plan. It is really a 
bonus—I want to qualify what I saj'. A premium is really a bonus 
plan. 

Mr. KEATING. I will come to that in a moment. I want to get, first 
of all, the accuracy of this particular statement by Gen. Crozier. 
Gen. Crozier says that a workman has been doing a piece of work in 
190 minutes; that he is then timed, so that thosj timing him conclude 
that the work can be done in 120 minutes; and then the workman is 
told that it is thought ha should be able to do it in 72 minutes, and 
if ho cuts the tune in which the particular task is to bo performed 
from 190 minutes to 72 minutes, his salary will be increased 33J per 
cent; is that right? 

Mr. THOMPSON. Yes. 
Mr. KEATING. And the workman receives as compensation pay 

for one-half of a minute of time for each minute that he saves under 
the 120 minutes? 

Mr. THOMPSON. Yes. 
Mr. KEATING. All right. Senator Borah in his report on a bill like 

the one wo have under consideration, makes this statement concern- 
ing Mr. Taylor's plan, which is known as the differential rate: 

If it is discovered that the maximum number of pieces of work which a first-class 
workman can do in a day is 10, he will receive 3.5 cents apiece, provided he completes 
all 10 of them. If, however, he should fail to complete the 10 pieces, even if his 
task is missed by only 10 minutes, he would get only 2.5 cents apiece for all of them, 
thus making the workman's wage for the day only $2.50, instead of $3.50, for running 
behind 10 minutes on his schedule time. This arrangement furnishes him a powerful 
incentive to work at his utmost. 

Is that a fair statement of the differential rate ? 
Mr. THOMPSON. SO far as I coxUd follow it, that is a true statement. 
Mr. KEATING. Can you state briefly to the committee the difference 

between the piece rate and the bonus system ? 
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Mr. THOMPSON. The ordinary piece rate, you mean ? You do not 
mean the differential piece rate, or do you ? 

Mr. KEATING. No. 
Mr. THOMPSON. The ordinary piece rate; a man gets so much for 

a piece, we will say 20 cents per piece, no matter how many he makes. 
He may get less than a day's wage in making those pieces or he may 
get more than a day's wage—that is, there is no limit either way. 

On the bonus system he is guaranteed a day's wage, no matter how 
many he makes. He is given, if he makes the standard amount, a 
bo u? of, say, 33 or 35 or 40 or 50 per cent when he does that standard 
dav's work.    If he does below that, ho gets the day wage. 

Mr. KEATING. How do you determine the day's wage ? 
Mr. THOMPSON. AS I said a little while ago, that is determined by 

the local conditions and, ultimately, from the law of supply and 
demand. 

Mr. KEATING. Suppose the day's wage was $3 ? 
Mr. THOMPSON. Yes. 
Mr. KEATING. What would be your standard wage ? 
Mr. THOMPSON. The day's wage would be $3 and the bonus wage 

or the wage for the standard time—that is probably what you have 
in mind—might be one-third more than that, or S4. The amount 
varies. The relation between the day's wage and the wage plus bonus 
varies with the kind of work. 

Mr. KEATING. YOU say that the man would receive $3 without 
regard to the product he might turn out ? 

Mr. THOMPSON. Yes. 
Mr. KEATING. Do you moan to convey to the committee the 

impression that you have no standard by which you judge the effi- 
ciency of the workingman ? 

Mr. THO-VIPSON. YOU judge the efficiency by whether he does the 
standard amount, which gives him the ,?4. 

Mr. KEATING. If he fails to earn the standard amount, you regard 
him as inefficient? 

Mr. THOMPSON. Not necessarily; no. 
Mr. KEATING. HOW far could he fall below the standard before you 

would consider that he was an undesirable workman ? 
Mr. THOMP.SON. If he continually fell below the standard set.^ If 

he continually failed to earn this bonus, I would say that he was not 
fitted for that class of work, or else there was some condition wrong 
with his machine work. Just as soon as the workman fails to earn 
this bonus—and that is one point about the bonus system—^iust as 
soon as the workman for a few days or a week, fails to earn his full 
bonus, the conditions are investigated. It is brought right to the 
attention of the manager; the conditions are investigated to see what 
the trouble is, whether it is in the man. It is usually the fact that the 
man is not doing the work in the right way and needs more training, 
or else that there is some other condition of work that is wrong, or 
materials: and that is rectified. If he continues to earn below the 
bonus paid, he should be transferred to some other kind of work. 

Mr. KEATING. HOW do you determine the amount of work which 
shall be performed in order to earn the standard wage? 

Mr. THOMPSON. By time study. 
36162—16 5 ... J 
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Mr. KEATING. DO you take an ordinarv workman as the subject 
of that study, or do you take one of your last, skillful workmen ? 

Mr. THOMPSON. YOU take a man who is well fitted for his work— 
if you take the same type of man all the time—that is a little different. 
It makes no difference in your final result whether you take the fast 
man or the ordinary man, for this reason: That you always have to 
add a certain percentage, which depends on the class of work, and 
in wliich there are certain rules, and so on. You have to add a 
definite percentage if you are using a first-class man, and you add 
1 per cent; if you are using your average, ordinary man, you add 
another per cent; so that you get the same result, and the result 
fou get must be such as will aplpy to the average man in the shop, 

n other words, you base it on tlie average man. 
Mr. KEATING. Then, to get back to the shoes: You take an ordi- 

nary workman and you put liim to the task of making shoes. We 
are now going on the assumption that the workman manufactures 
the entire shoe, which we know is not the case, but for the purpose 
of this illustration. You take an ordinary workman and you time 
him, and you find that he can make a pair of shoes in an hour; now, 
what is your standard in that case—in order tliat the workman may 
secure a standard wage? 

Mr. THOMPSON. You time this one workman and find that he can 
make an ordinary pair of shoes in an hour.    The chances are that 
fj^ou would fix the standard time at higher than an hour, to allow for 
ost time that you do not get when you are timing him. 

Mr. KEATING. And you would increase his salary 33J per cent and 
allow him more time in which to perform the task? 

Mr. THOMPSON. Yes; than when you are watching him. 
Mr. KEATING. That is the system that you follow ? 
Mr. THOMPSON. Yes. 
Mr. KEATING. Let me undei-stand that clearly. The shoemaker is 

earning 50 cents an hour in an ordinary shoe factory in that district. 
You come along with your efficiency system. You take an ordinary 
shoemaker and you time him and you find that he makes a pair of 
shoes in an hour. Then you give him more than an hour in which to 
perform his task, and you give him an increase of 33 J per cent in his 
wages? 

Mr. THOMPSON. Yes. 
Mr. KEATING. IS there nothing else that you do ? 
Mr. I^OMPSON. But when you say you time him and find that it 

takes an hour to do it, I am assuming that that is the time that is 
based on the improved methods. As I say, j^ou do not produce your 
task and a bonus until your methods are improved. That is, I was 
answermg the question about the six months or two years. You have 
got to improve your method and get your things standardized before 
you can take your final time studies to set your task. After vou have 
got your methods improved you have increased usually wittout any 
effort on the part of the men, reduced the time, we wul say, from a 
minute and a naif down to a minute.    Do you get the idea? 

Mr. KEATING. Yes; I see the point. 
Mr. THOMPSON. And then on that you add the percentage for delay. 
Mr. KEATING. But increase the salary 33 J per cent. 
Mr. THOMPSON. AS a general principle; of course, the percentage 

in some cases—^we have increased 50 per cent. 
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Mr. KEATING. That is a matter to be determined by the employer. 
Mr. THOMPSON. NO; that is determined by studies and relation 

between the percentages that have to be given on work of that type. 
In other words, that is a standard; one which is much more nearly 
standardized than the piece wage. 

Mr. KEATING. You said in your preliminary statement that one 
object of your system was to reduce the hours of labor of the work- 
men. 

Mr. THOMPSON. I said that one of the results that we were working 
toward was that. 

Mr. KEATING. Have you reached it yet ? 
Mr. THOMPSON. Yes; in a number of cases. For instance, one shop 

where we have been doing work cut down its houre last January as 
the residt of scientific management methods. 

Mr. KEATING. Could you give the committee the name of that 
concern ? 

Mr. THOMPSON. Eastern Manufacturing Co., Bangor, Me. 
Mr. KEATING. What hours were they working before they were cut ? 
Mr. THOMPSON. Ten hours, wliich is the standard in that section. 
Mr. KEATING. And they reduced to nine? 
Mr. THOMPSON. They reduced to nine. 
Mr. KEATING. Do you know qf any other establishments? 
Mr. THOMP.SON. Eaton, Crane & Pike, in Pittsfield, has reduced its 

hours lately.    They have been putting in scientific management. 
Mr. KEATING. Are there any labor organizations in those estab- 

lishments ? 
Mr. THOMPSON. I do not know as to Eaton, Crane & Pike. There 

is not in the Eastern Manufacturing Co. at Bangor. 
Mr. KEATING. You do not know whether labor organizations' 

efforts had anything to do with it or not ? 
Mr. THOMPSON. NO; they did not. That is, so far as the Eastern 

Manufacturing Co. is concerned. It was really the result, not simply 
of the management work, but the indirect result of the management 
bringing a service secretary there, who looked after the welfare of the 
employees, and it was with her cooperation and advice that it was 
brought down to nine hours. 

Mr. KEATING. AS a rule, under the Taylor system, you have just 
the two scales of wages, the ordinary wage and the standard. Haven't 
you a series of bonuses ? 

Mr. THOMPSON. Sometimes. That depends upon conditions. You 
have already named three types of pay, the differential pay, the piece 
rate, and the bonus. 

Mr. KEATING. YOU have a number of rates? 
Mr. THOMP.SON. There are a number of different methods set out 

to different things. The main thing and the thing you are cutting 
out, if you pass tliis bill, or report this bill, is that you are cutting 
out the means of scientific study and investigation, and tlie means oi 
increasing the output through this scientific investigation. The 
pay is a very small part. You can have vour scientific management 
on piece work. As I say, it does not work so well, but you can have 
it if you set your rate scientifically. 

Mr. LONIKJN. I want to ask one question, if you are not too tired, 
Mr. Thompson. 

Mr. THOMPSON. All right. 
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Ml'. LONDON. Mr. Emery brought out a moment ago the fact that 
Gen. Crozier criticized the Committee on Education and Labor in 
reaching the conclusion that the wages of the workers would be 
reducecf, in spite of the fact that each individual worker would obtain 
an increase of wages from $3 to $4 a day. 

Mr. THOMPSON. That is, his price per piece would be reduced. 
Mr. LONDON. His price per piece would be I'educed ? 
Mr. THOMPSON. Yes. 
Mr. LONDON. But his earnings per day would be increased ? 

.  Me. THOMPSON. Yes. 
Ml'. LONDON. And it is based also on the theory that he would do 

two and one-half times as much work under the premium system. 
Mr. THOMPSON. On that particular job. 
Mr. LONDON. Let us take tliat as a basis for our reasoning. Each 

individual worker does two and one-half times as much work as ho 
did before.    He gets, instead of $3 per day, $4 per day. 

Mr. THOMPSON. Yes. 
Mr. LONDON. He is benefited by obtaining an increase in wages? 
Mr. THOMPSON. Yes. 
Mr. LONDON. Let us see, then, how it will affect all tlie workers in 

that branch of the industry. Assume there are 1,000 workers in that 
particular branch of the industry. .The productivity of each of the 
workers has increased two and one-half times.    That is it, is it not? 

Mr. THOMPSON. Yes. 
Mr. LONDON. It will therefore not be necessary to employ 1,000 

workers any more ? 
Mr. THOMPSON. NO. 
Mr. LONDON. We will have to divide it by 2J the 1,000. 
Mr. THOMPSON. You wiU if the whole shop is on that basis, which 

of course is rather an unusual ratio. If the whole shop is on that 
basis. 

Mr. LONDON. If the whole shop is on that basis you will have to 
divide 1,000 by 2 U 

Mr. THOMPSON. Yes. 
Mr. Ix)NDON. In other wtirds, we will employ but 400 people 

instead of a thousand. 
Mr. THOMPSON. In that assumed case. 
Mr. LONDON. And 600 men will then find themselves out of em- 

ployment, competing with 400 men who have retained their jobs. 
How long will it take before the 400 men will have their wages reduced 
imder the pressure of 600 men who have been separated from their 
jobs? 

Mr. THOMPSON. Now, of course, the point is here that you are using 
an extreme case. 

Mr. LONDON. I am reasoning the thing out scientifically. 
Mr. THOMPSON. At the same time the principle is the same. As it 

works, of course, that is the same objection that you can raise to the 
introduction of machinerv. 

Mr. LONDON. Very well. 
Mr. TnoMPsoiV. But there is this difference between the introduc- 

tion of machinery  
Mr. LONDON (interposing). You wiU pardon me. What I am try- 

ing to get at is this: What is it that annoys the worker, who is very 
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often afraid of the word "scientific," and is afraid of new schemes 
and devices ? 

Mr. THOMPSON. Yes. 
Mr. LONDON. What inspires fear in his mind is that it will affect 

his opportunity to earn a livehhood; that it may increase the com- 
petition between the workers; that it may result in the discharge 
of a certain number of employees; and it seems to me that a scientific 
expert must approach that question from that standpoint before he 
will satisfy the workers that they should adopt scientific manage- 
ment as a method of production. 

Mr. THOMPSON. Of course, we can not go into that economic side 
of it so much. Of course, it is the same general principle as the intro- 
duction of machinery, but with this difference: ITiat scientific ma- 
chinery is introduced very slowly. It takers a long whde to get a shop 
to introduce new machinery. 

Mr. LoKDON. Iti other words, it is medicine to be taken in small 
doses and rarely. 

Mr. THOMPSON. That is about the idea, and it does not affect them 
so much. 

Mr. KEATING. We thank you for your courtesy in appearing before 
us, Mr. Thompson, if you have nothing further to any. 

Mr. THOMPSON. 1 just want to read one note here from a letter re- 
ceived from a correspondent. He says: "If the United States is to 
be cut off from the benefits of this sort of management, all 1 can say 
is God help her when she gets up against Germany in the struggle for 
existence. 

Mr. EMERY. That conclusion gives i)ecidiar significance to the tes- 
timony of the next witness. Mr. Noyes is the general superintendent 
of the German-American Button Co., of Rochester, N. Y. His 
testimony will be entirely neutral, nevertheless, but he can speak of a 
big establishment here, because he is one of the .S.5 shops that was 
examined by the committee representing the Federal Industrial 
Commission, and they employ about 1,000 people, who have operated 
under scientific management, as installed under the suggestion of 
Mr. Ta5'lor, during a period of perhaps 1.5 years. 

STATEMENT OF MR. HENRY T. NOYES, GENERAL SUPERIN- 
TENDENT OF THE GERMAN-AMERICAN BUTTON CO., 
ROCHESTER, N. Y. 

Mr. NoY'ES. Mr. Chairman and gentlemen of the committee, I 
won't take but a very short amount of your time. 

It seems to mo that the problem before you is whether you will 
approve of scientific management by doing nothing, or whether you 
wiD condemn it by passing the bill oefore you. Tlie criticisms that 
you can apply to any system of management would be many, no 
matter what it is. The way to judge scientific management, perhaps, 
is to compare it with others. You can criticize scientific manage- 
ment, undoubtedly. You can criticize other systems, undoubtedly. 
I thhik the big fact does stand out very prominently to those who do 
have anything to do with it that it is a big step in advance. I do not 
think there is a manufacturer who has tried it who will not say that 
it is a big step in advance. 
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The question is simply whether you will condemn it or no. I only 
want to give a few facts regarding it. 

In the first place, every plant will give you proof and fig^ures to 
show that they are paying higher wages than the wages in that 
community. That is true. That can not be gainsaid. The employ- 
ees are earning higher wages than the ordinary wages in that com- 
munity. 

Secondly, they will give you proof to the effect that they have 
advanced wages considerably over what they were in the plants before 
they introduced scientific management. 

Those facts stand out very prominently. There are others, namely, 
that the plants have a tendency to short hours more quickly than 
others. 1 happen to know Mr. Feist, of Cleveland, whom you are to 
hoar to-morrow, and I know that he works shorter hours than any 
shop in the entire clothing industry. I know that we work shorter 
hours than any other button factory in any other shop in the country 
that we know of. 

Now, then, as I have listened to you to-night, I can see how much 
confusion naturaUy arises in discussmg this subject in its details. For 
instance, there are a great many different methods of payment prac- 
ticed in shops. I do not think there is one standard method of 
practice, oven under the Taylor system. Some engineers practice 
one different method of payment; some another. In fact, you will 
find some engineers that have two or three different kinds. There 
are different kinds of bonus pajmients and different kinds of differ- 
ential pay-rate payments, ana it is very hard to compare them. For 
instance, Mr. Thompson's method is one. Mr. Feist has an entirely 
different one, and I think Mr. Feist, if he could debate with Mr. 
Thompson, could give liim some arguments as to whether his methods 
are better than Mr. Thompson's. 

Mr. Thompson is a Taylor man, and there arc Taylor men who will 
sit up all night and tell him why their methods are better than his. 
The thing that stands out bigly is that it is a big step forward. 

I have been connected with the industry some twenty-odd years. 
We used to set piecework by guesswork. We realize how inaccu- 
rately it was done. Changed conditions come up to-day. They are 
not like those which Mr. Nolan mentioned, where things have gone 
on for years; I believe he said 26 years. 

On tne way we pay people, thej' all want to be paid on some scien- 
tific basis. People ask us if they are not on it to be transferred to it. 
This assumes to deal with it in a scientific and relatively just way. 
It lays great emphasis on being relatively just, as compared with the 
others—not absolutely but relatively. 

Thgse things are true. I think they stand out against any other 
system in vogue. They are some of the large things that are done. 
It is scientific compared with the old methods unquestionably. The 
basis of it largely is in time study, if you take it in a big sense; study 
of all the facts that deal with the time of individuals. Your action 
in condemning it at this time would come at, I believe, an unfor- 
tunate period, because I think scientific management has been 
going through preliminarj'^ stages. It is becoming better known 
to-day than ever before, and I think it is going to make progress 
from one other standpoint. I think that industry in the past, com- 
pared with what scientific management does to-day, looked at a 
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laboring man as a machine and not as a human being. I claim to 
you that the plants which practice scientific management—that is, 
the plants as I know them—are dealing with men as human beings 
up to a far greater extent than they did 10 or even 5 years ago before 
we knew scientific management. 

My own particular business—we have no outside stockholders at 
all. The people who own the business are all at work every day in 
the business, and we try to deal with all of them as best we are able. 
We have more stockholders in the factory than we have in the office, 
and from time to time we are increasing our stockholders, and it is 
a plant owned by working people rather than outside capital. 

Here is another thing that is very confusing to you good people: 
When I think of accomplishments through time study, I do not think 
we get anything through speeding up or putting people to extra efforts. 
That is not it. We really get results througn different means of 
improving conditions and the like. The results that are obtained 
are not from speeding up. Very truly they are not. It is a rare case 
where that ever applies. That is not where we get the results. It 
is from a study of tne conditions, improving them, and the like. So 
that wherever you introduce it, it throws a tremendous responsibility 
on the management that it never had before. It is a check on the 
management. One of the most important tilings you have to do is 
to keep }'our machines in good condition and repair. That is abso- 
lutely essential, and that fact alone gives you increased output. 
Where the operators understand it and know the conditions imder 
which they are working, that serves as a check on you to keep con- 
ditions on that basis. It is a check on getting your supplies where 
thev can get them. 

tile results arc not obtained by speeding up, or from this extra 
effort. 

I will also claim this for Mr. Feist. I would like to speak of Mr. 
Feist's plant, which I know so well. I wish you mi<^ht visit it. I 
have visited it a good many times. I take a great deal of pride in 
our workmen and in their cooperation. I have never found a plant 
in which you have more cooperation than in Mr. Feist's. A man 
could not go into that plant of Mr. Feist's and spend half a day 
without realizing that. 

I think that is also true of our pwn organization. I think that our 
efforts in scientific management have brought that about. I think 
that is the tendency. 

Here is another thing that scientific management is doing.    The 
fdants that are operated under scientific management can not only 
umish you the facts regarding higher wages, shorter hour.?, and the 

like, but they can prove to you that they hold their employees better 
than the plants that are not so operated. That is an astonishing 
fact, but it is true. I do not know of a plant that holds its employees 
better than Mr. Feist'.s. I have corresponded with a great many to 
find out what the average percentage of turnover is. I claim to you 
that there is not one in Rochester that holds its employees better 
than we do, and show less percentage of turnover. I stated that I 
wrote to a great many—I mean that I wrote to seven or eight that are 
in existence in that city, the larger ones, with whom we have compared 
figures. 
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Only one or two little points on the question of accidents.    It un- 
SuestionaV)ly reduces accidents. We have figures to prove it. Our 

eures arc so astounding regarding accidents—we once met a number 
of accident insurance men in New York City and gave them our 
figures, and they said that they were the most astounding that they 
knew of, and they could hardly beheve us. We voluntarily assume 
liability in case oi accident to any one of our employees, and we never 
ask him to sign anything like a liability company would have him do. 
We keep very comjilete records of our accidents, far more carefully 
than the law requires and we did so before the law went into effect, 
and the amount of lost time over a period of two years, as I remember 
the figures, was so small that it did not cost us out of 1,000 employees 
as much as §100. I mean, under the law as it now stands, it would 
not have cost a hundred dollars. We did not wait for the enactment 
of the law, however.    We do more than the law calls for. 

So far as accident cases are concerned, I am sure accidents have 
decreased. I can give you some very interesting figures regarding 
health, and I would like to recite only a little bit oi the circumstances 
under which we gatliered these figures. 

Some six years ago we told our employees that we had a nurse and 
doctor, and that they were there to be of service to them, and if they 
wished to have their health examuied and suggestions made by the 
doctor, we would be very glad to have them do so. We give some little 
health lectures for them to attend, and we paid their wages at the time 
they were off from their work attending these lectures, and then it was 
stated that they could make appouitments with the doctor to be 
examined. It was entirely voluntary. Seventy-seven per cent of our 
employees at that tune were examined. We stopped with that at 
that time, but two years later we started it again, and we had two 
doctors at the time. We found that one doctor was much more 
strict than the other, and we found that our people liked that and 
wanted to go to him, and that he took tune to examine them and give 
them advice. We had the astounding experience of having all of our 
employees submit themselves to examination without objection, bar- 
ring only five. Those five people we did talk to, and I was always one 
of the first.    We did talk to tliis five, and they were examined. 

The figures I want to give you are these, and they are very, very 
gratifying to me. Wlien we first examined our employees we found 51 
people in our employment who were seriously aflected as to health, 
that is, their condition was serious. 

Mr. LONDON. Out of a total of what? 
Mr. NoYES. 900 or 1,000. What we call our risks. Fortunately, 

we knew somewhere where a man was afflicted with a severe hernia, 
we shifted his work. We have had these people under examination. 
Wo suggested that they go down occasionally to see the nurse and the 
doctor, and visits to our nurse and doctor arc very, very frequent, 
and if I would go into details I think I would really astonish you. 
They can go at any time to see them and ask them for advice. 

It was more than 51 when we started, and we had those 51 ex- 
amined during the month of January, and we were able, checking up 
against the records, three, four, five, and six j'^ears prior, to state that 
we had shown an improvement m the health of every one of the 51 
except one. There was a marked imiJrovement in these men who 
were the most seriously affected.    That ia a matter of record.    You 
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can see their health examinations. The doctors can go over their 
records and compare them. 

We have loss lost time than we ever have had in the business, and 
we have other evidence to give you.    I am ordy giving you part of it. 

We became interested in the science of management 15 years ago, 
and I have some figures to give you as to the mcreased rates of pay 
in our plant as agamst 15 years a^o. Our rates of pay for girls have 
increased from 135 to 140 per cent. For the men hi our employ, their 
wages have increased from 80 to 00 per cent. These are oily some 
general figures. I do feel this, that if you good people have the 
chance to visit these plants—I know of course that it is complicated. 
I can see that when you discuss the details of it you can criticize anj 
system without question. The thing that stanfis out in my mind is 
that it is such a big advance over what existed formorlv m industry. 
I think also that it is very much more humane than it has been. 

We try to establish normal rates for the department that are 
relativelv just: one as against the other. We have made for years a 
study of that. We took into account the prevailing wages in the 
community. We took into account the wag(>8 j^aid in our industry, 
wherever it was located, and any branches of it. We won t pay less 
than our competitors pay as a basis for normal wages. We tried 
then to take into account the time of learning, the risk tliat is involved, 
what is going to happen in old age. Does it lead to opportunities 
and the like ? We tried, where a man said that his job was a hazard- 
uous one, we thought he ought to earn more, and we took into account 
all of these factors, and after we have our scales made up, we have 
the plus and mmuses for the different things. 

But the fact stands out that our people do earn more than the 
operators in any other button industry, and relatively more than the 
community. 

I can say one other fact, and that is tliat I think our people prefer 
to come with us. It is a reputation that wo have established, and it 
is a reputation which we have the good fortune to share only with one 
other concern in Rochester. I think people prefer to come to us as 
against others. 

The question came up as to Prof. Hoxie's opinion in this matter, and 
I happened to have an interview with Prof. Hoxie, or at least I was 
present at an address he have in Rochester some six weeks ago. 
He dehvered an address there and set forth the objections to and the 
reasons for scientific management.    He tried  to be just  and im- 
Eersonal and set forth the claims and arguments pro and con. After 

e delivered his address someone asked him what he thought about it 
all; what was going to happen, what should we try to do. He asked 
if they wanted his personal opinion in the matter, and he said: 
"Personally, I can not conceive that the American pubhc will give 
up scientific management. The American public is interested in 
anything that promises increased efficiency. ' He expressed it as 
if there was not a doubt about it as to its revival ultimately. 

I think if you people really were in touch with it and visited this 
plant, I think you would feel that impression also.    You can spend 
nours and days criticizing this thing or another thing or any other 
system.    I have simply tried to present it to you in a general way. 

I do not think I have any more to say. 
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Mr. StJMNERS. I just wanted to suggest. As I understand this 
bill and the witness's statement; the witness's statement, as I under- 
stand it, does not deal with the objectionable features of the bill. 
As I understand this bill, it would not disturb any of the thijigs 
which you spoke about. This bill deals with a system of fixing time 
by the stop watch, and does not disturb yom- doing any of the things 
wnich you have discussed as having been done justly. 

Mr. NoYES. This bill would seriously affect it, because it puts an 
end to stop-watch work in connection with government—that is 
fundamental. 

Mr. SuMNERS. That is the point that I myself, as a member of the 
committee, would like you to address yourself on. 

Mr. NoYES. It is fundamental to development under scientific 
management.    You can not get the data and the facts without it. 

Mr. SuMNERS. Wlio could not you have a doctor and a nurse and 
shift the man who has got hernia to some other job and all that sort 
of thing without the stop-watch proposition ? You will pardon me. 
I do not mean to interrupt you or confuse, but I earnestly want to 
find out. 

Mr. NoYES. The doctor and the nurse came in only a few years 
ago, but we started work on the scientific management 15 years ago. 
That is only a by-product, so to speak. 

Mr. SuMNERs. But my point is, Why can't you deal with the human 
animal—what has the stop watch got to do with dealing with the 
human animal and getting doctors and nurses and all that sort of 
thing? Tlie stop watch is what we have been complaining about, and 
I do not think you have touched upon it. 

Mr. NoYES. The bulk of achievements under scientific management 
are based on time study in a broad sense. 

Ml-. SirMNERS. Tliat is what we want to know about. 
Mr. NoYEs. That is the fundamental basis of it, time study in a 

broad sense. If you take away your stop-watch and your time- 
measuring systems, you are doing away with the basis on which 
things are accomplished. 

Mr. StrMNERS. Why? 
Mr. NoYES. Because we can not get at the facts scientifically. 

We can not get the data without it. 
Mr. SMITH. Do you have to have the stop watch to increase the 

wages ? 
Mr. NoYES. No, sir; but we could not afford to unless we could get 

results that would justify us in doing it; unless we could get increases 
sufficient to make that profitable. 

Mr. SMITH. You have increased wages 140 per cent in 15 years. 
Mr. NoYEs. That is the raise of wages for the girls. 
Mr. SMITH. The carpenters got an increase in wages in Chicago 

last fall, and the carpenters struck because they were only getting 40 
cents an hour, and their wages must have been increased a great deal 
more than that. 

Mr. NoYES. I do not conceive that we could have existed under the 
hard competition which we have unless we had been able to effect 
economies through scientific management. It is not even a conceiva- 
ble possibility. 

Mr. SMITH. There are so many of these instances that you have 
related that do not depend on the stop watches. 
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Mr. NOTES. HOW could I afford to advance wages indefinitely in the 
competitive field ? We make largely vegetable ivory buttons. The 
total production of ivory vegetable buttons is less than $5,000,000, 
and there are 23 factories making them and 20 of them have a capital 
of $20,000 and upwards, and the hardest competition which we had 
previous to the war was with German and Austrian factories. There 
are 23 concerns fighting for it. We can not do those things unless 
we can get economies thi-ough science and management. 

Mr. SMITH. I want to compliment you on the mtercst you take in 
your workmen. 

Mr. NoYEs. We could not have done it without the time-measuring 
system.    You get my point, Mr. Sumners ? 

Mr. SuMNEUs. Yes, sir; I get your point. 
Mr. SMITH. You have a plant run by steam, and you have an en- 

gineer and you have bookkeepers. Do you use your stop watch on 
them ? 

Mr. NoYEs. I think in the end we would; yes, sir. 
Mr. SMITH. Do you use it on your teamsters ? 
Mr. NoYES. I think wo ought to use them ever5^where. 
Mr. SMITH. Does it apply to agriculture ? 
Mr. NoYEs. I will hold up my hands. I am just talking about 

ourselves, trying to tell our little story as best I can. 
Mr. SMITH. How about the total number of employees now and 

15 years ago < 
Mr. NoYEs. About the same; about 1,000. There is not much 

difference. 
Mr. LONDON. I understood you to say that the adoption of the 

stop watch doas not necessarily involve speeding up. 
Mr. NoYES. What I meant to say was tiiis, that tnc rasults accom- 

plished through scientific management are not to any degree at all 
duo to speeding up. That is what I want to make clear. It is not 
even thought of in tliat coimection. 

Mr. LONDON. And the only object of the stop watcli  
Mr. NoYES (interposing). Is to got the data. 
Mr. LONDON. And the number of operations necessary for the per- 

formance of a particular piece of work ? 
Mr. NoYEs. And all the factors pertaining thereto, condition of 

materials and condition of machines. 
Mr. LONDON. IS the work subdivided into various branches and 

sections ? 
Mr. NoYES. In our business ? 
Mr. LONDON. Yes. 
Mr. NoYES. Yes, sir. 
Mr. LONDON. How many processes are necessary to turn out a 

button i 
Mr. NoYES. It depends on the kind of button you make. To take 

the most complicated one I know of—we handle a raw material that 
goes into a green state, and we have to dry it, and it takes about 14 
months on an average and involves 65 or 70 operations. 

Mr. LONDON. Are your 1,000 employees divided into 65 groups, 
or approximately that number? 

Mr. NoYEs. A good many individuals do more than one operation. 
.    Mr. LONDON. But most of them ? 
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Mr. NoYES. We arc trying to train our people to do more than one 
and broaden them out and give them better opportunities. 

Mr. LONDON. But, as a rule it is confined to one operation in moat 
factories ? 

Mr. NoYES. Yes, to a certain extent, in general. It was true before 
we started scientific management, and it is true to-day. 

Mr. LONDON. Would it be unfair to ask you what the present 
wages of the women workers are ? 

Mr. NoYES. I can not give you the actual figures, because I do not 
know them at this mom(-nt. I have only the figure of increased 
percentage. 

Mr. LONDON. If the original wage was very small  
Mr. NoYES. They were the prevaiUng wages under the conditions 

in the industry at i\v time. 
Mr. LONDON. And it is a competitive industry ? 
Mr. NoYES. Extremely so. 
Mr. LONDON. SO that, in determining wages, you have to be guided 

by the law of competition ? 
Mr. NoYES. I can show you how extremely so that is. When we 

appeared before the Ways and Means Committee. Price, Waterhouse 
& Co. examined the books in 15 of the 23 companies, and certified 
that the average earnings of the 15 companies had been less over a 
period of three yqars—had been le.ss than 4 per cent. 

Mr. LONDON. Exclusive of the compensation allowed to them as 
salaries, I suppose. 

Mr. NoYEs. Including that—no; I suppose that was the profits of 
the industry. But the salaries are very low. They are all low, in- 
cluding my own. 

Mr. NoLAj>f. Wliat were the hours of work in your establishment 
before you had scientific management ? 

Mr. NoYES. Fifty-nine or sixty hours. 
Mr. NOLAN. What are they to-day? 
Mr. NoYES. Actual working hours 51J. 
Mr. NOLAN. HOW is it divided in the week? 
Mr. NoYES. I can not teU you just now. We have changed several 

times.    We stop at noon in the factory. 
Mr. NOLAN. Were you present in your estabhshment when Mr. 

Hoxie and Mr. Valentine and Mr. Frye visited it ? 
Mr. NoYES. I was there when Mr. Hoxie visited it. 
Mr. NOLAN. Did Mr. Valentine and Mr. Frye visit it? 
Mr. NoYEs. Mr. Valentino did, but Mr. Frye did not. 
Mr. NOLAN. HOW long was he employed in looking at your estab- 

lishment ? 
Mr. NoYEs. Mr. Hoxie was with us two and one-half days, as I 

recollect it. 
Mr. NOLAN. DO you think that he had a fair opportunity to observe 

the efficiency system in your establishment in that time ? 
Mr. NoYEs. 1 think Mr. Hoxie a very shrewd observer in many 

ways. It is awfully hard to tell what a man observes when he goes 
through an estabhshment. 

Mr. NOLAN. Was he accompanied by any members of the firm or 
any of the officials ? 

Air. NoYEs. He was with me part of the time and three or four of 
our people a part of the time, and he went by himself at one time 
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and interviewed numbers of the people when I was not with him, or 
anyone else connected with the firm. He asked that privilege par- 
ticularly. 

Mr. S^OLAN. He had a pretty good opportunity to investigate ? 
Mr. NOTES. Perfectly, sir. 
Mr. NOLAN. You think he made a fair examination of your estab- 

lishment so far as the scientific management is concerned? 
Mr. NoYES. It is a question of how much a man gets from such an 

examination.    I can not toll you.    I do not know what he got. 
Mr. NOLAN. He asked for the cooperation of the concern i 
Mr. NOTES. He asked us to help him and give him facts, and we 

tried to do what we could. 
Mr. NOLAN. And you gave it to him? 
Mr. NOTES. To the limit of our ability. 
Mr. NOLAN. So when he went into your establishment he did not 

ignore the officials of the establishment, but took into consideration 
t-he concern itself and asked their cooperation, and went into it as 
extensively as he could during the time he was employed ? 

Mr. NOTES. I should say so. He asked the privilege of going into 
the departments alone and interviewing the employees, and he did 
that and interviewed foremen and othere in there. 

Mr. NOLAN. You have referred to a question I put to Mr. Thomp- 
son a while ago regarding the stove manufacturers. You do not know 
anything about the stove manufacturers, do you ? 

Mr. NOTES. Only on your say so. 
Mr. NOLAN. You do not know that they have absolutely revolu- 

tionized the stove business in the stove foundries in recent years ? 
Mr. NOTES. Absolutely nothing. I know absolutelj' nothing 

about it. 
Mr. NOLAN. SO that you do not know that the introduction of 

labor-sa\nng machinery and new methods of molding are just as com- 
plicated and have to have the same degree of ingenuity applied to the 
setting of pi ices on the new stoves as they would on the old ? 

Mr. NOTES. I know nothing about it. I just simply took your 
say so on it. You said it had lasted for 26 years, and that is all that 
I knew. 

Mr. NOLAN. I said that the system of setting prices had lasted 26 
years, but not that the business had stood still for 26 years. They 
have a very efficient organization and good, skillful line of men 
employed to get the best up-to-date knowledge and have the coop- 
eration of their men. 1 just wanted to let you know that there wa.s 
such a condition. 

Mr. NOTES. I should not have said what I did without more 
knowledge. 

Mr. NOLAN. Are you employing time-study men continually in 
your plant? 

Mr. NOTES. Yes, sir. 
Mr. NOLAN. All of the time? 
Mr. NOTES. Yes. sir. 
Mr. NOLAN. And have them there year in and year out? 
Mr. NOTES. Yes. sir. 
Mr. NOLAN. What i>ercentage of the employees in your establish- 

ment are women ? 
Mr. NOTES. About 55 or 60 per cent. 



78      METHOD OF DIBECTING WORK OF GOVERNMENT EMPLOYEES. 

Mr. NOLAN. Could you give \is an idea of what the average earn- 
ings of the women are per week there now ? 

Mr. NOTES. I would not want to speak offhand. I can certainly 
give you the data. I have not it clearly enough in mind at this time, 
but I can do so later on. 

Mr. NOLAN. Would it be $8, $9, or $10 per week? 
Mr. NoYES. I would not want to quote the figure.s unless I quoted 

them correctly. 
Mr. EMERY. I know it is asking a great deal of indulgence to hear 

another witness at this late hour, but Mr. Dunlap is under almost 
the necessity of leaving here, and he will be very brief. He is the 
editor of the Engineermg Magazine, perhaps the best knowTi publi- 
cation of its class in the ITnited States and perhaps in the world. 

STATEMENT   OF   MR.   JOHN   DUNLAP,   EDITOR   OF   THE 
ENGINEERING MAGAZINE. 

Mr. DUNLAP. This is so essentially a human question, and it is so 
perfectly evident that every member of this committee is here with 
the determination that the committee means to stand by the interests 
of the working people, as vou should that I think perhaps my per- 
sonal experience may tend to indicate the meaning of what I say 
under oath. 

I have been a newspaper man all of my life, and as a young news- 
paper reporter I was so absolutely outraged—by the v/ny, out in 
Pittsburgh—on the Baltimore & Ohio Railroad in the car strike of 
1877 that I became a firm believer in labor unions. I have been 
that fi'om that day to this, and as proof of that in 1883 I joined the 
Knights of Labor. I met Mr. Powderly down in Seecretarj- Wilson's 
office about three weeks ago, and he reminded me of that, and he 
told me that the number of my lodge was 1648. 

Now, I not only believe in labor unions and believe in the organi- 
zation of the working people, because I know if they did not do it 
they would be enslaved. I know that labor unions and the organiza- 
tions of labor are not in the least inconsistent with scientific n-an- 
agement, as it is popularly called, and in that regard I want to say to 
you gentlemen that I have here a brief published by Mr. Louis D. 
Brandeis, who has been appointed to the Supreme (^ourt, who dis- 
tinguished himself as the voluntary attorney to the arbitrator for 
labor unions, and in this brief he gives the most unqualified testi- 
mony to the effect that there is no inconsistency between the proper 
organization of labor and the introduction of these scientific methods 
of management. 

Now, because I am interested in the labor question, and because 
of my studies all of my life of economic questions, when I started the 
Engineering Magazine just 25 years ago the 1st of April, I made up 
my mind that these questions of differences between labor and capital 
were the fundamental questions in this country, and that that should 
be a central feature in the editorial conduct of the paper. 

To illustrate that, in the first paper published in 1891,1 had a paper 
by Edward Atkinson on the mechanical display at the World's Fair 
of 1893, and I engaged that paper from Mr. Atkinson and had him 
write it because 1 wanted him to point out that the true secret of 
cheap production was machinery; that the difference between the 
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civilization in which we live to-day and the civilization of the Greeks 
and the Romans consisted simply in the utilization of mechanical 
power, and that what manufacturers and workingmen and every- 
body else needed to wake up and see was that the secret of all cheap 
production was in the use oi machinery, the utilization of mechanical 
power. 

On through 1891, 1892, and 1893 I had all kinds of economic articles 
on labor strikes, particularly in the coal mines, and in 1896 the subject 
took definite form in my niind. I published a series of papers called 
"Modern Machine Shop Economics." The first paper was the loca- 
tion of the shops: Shall it be in the city or the countrj'—in the city 
where you have at hand hundreds of laborers to call on, or in the 
country where you can control your own environment—the design of 
the shop, the mechanical equipment of the shops, modem machine 
tools as an economic proposition, and the relation of employer and 
employee. 

Those papers I announced in a little prospectus which I distributed 
very widely among manufacturers, and tnat brought me so many 
subscribers and aroused such interest throughout the whole country 
that I saw that I had struck a rich lead, and from that time to this I 
have been publishing the literature of what is now called scientific 
management. 

The man who wrote that original series of papers for me was a man 
named Horace L. Arnold, who had spent 40 years in machine shops, 
and he was a poet, a man of wonderful gifts as a writer. 

He began by coming into my office one day and ho said, "Dunlap, 
I have just seen the most remarkable thing that ever happened to 
me in all my 40 years' experience. I have been over to the Baldwin 
Locomotive Works and spent three days with the superintendent 
there, and do you know that that fellow is absolutely destroying 
machinery ?" He said,'' I have been taught all my life that the thing 
for a mechanic to do, when they bought a very expensive piece of 
machinery, was to nurse it and take care of it, " and 1 said, "That is 
absolutely true, because 1 was over in the Portsmouth shop yards 
in England last year and I saw block-making machinery' that had 
been in there for 109 years, and thej' were still using that old machin- 
ery and I joked with them about being able to make twice as many 
blocks out of new machinery, and they laughed at me." 

He says, "Over at the Baldwin shops they will buy the very latest 
piece of machinery they can get to put up, and instead of nursing it 
they will run it on eight-hour shifts from the time it is put in until 
it is worn out, and then they will buy soraetliing better." I said, 
"What is the difference between the machine and the product V He 
said, "That is what 1 am here to tell you. That is the most remark- 
able thing I have ever seen." He said, "That is the reason these 
people are able to sell locomotives all over the world in competi- 
tion with the world, because they use the most wonderful methods." 
I said, "You write a paper on the destructive ase of machine tools," 
and that paper was published in 1894 or 1895. 

That is the way trie hterature of this modern science—and it is a 
science now—that is the way it started. I am the fellow that pub- 
lished it. I am the man that published the first book that was ever 
published on the subject of cost keeping, and Arnold wrote it. He 
traveled all around through these Eastern factories inducing men to 
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give information about how they cut their costs. I had a long series 
of papers, following this machine-shop series, on cost cutting, and 
that created a sensation. Arnold said, "We ought to make a book," 
and I said, "I have never published a book; 1 do not care about 
pubUshing books." He said, "We can make money out of it," and 
we pubhshed the book, and we asked S7.50, and the book has been 
sellijig ever since. Arnold made a lot of money out of it, and I did 
too, and that was the first book pubhshed on cost keeping. 

As soon as that book sold enough to show that it paici, Arnold came 
to me and said, "We want a book on The Factory Manager; that 
wants to bo the title, and we want to teach the factory manager what 
modern science and common sense is in the management of a fac- 
tory." I said, "Go ahead; the cost keeping is aU right." So we 
pubhshed that book, and both of those books are still selling. They 
are the first books on that science that were pubhshed. 

We published those two books, and, as I say, they were incidental 
to the magazine. I never care<l anything about pubhshing books, 
and my managing editor came to me one dav ana he said, "These 
articles that we are pubhshing are so valuable that we can make 
books out of aU of them, and we ought to do it." I said, "I do not 
care anything about the book-publishing business." I said, "Brock- 
away, the business manager, is a good salesman, and can write good 
circulars, and we will apijly some scientific management. I will give 
you a bonus. You unaertake to edit the books after they appear in 
the magazine, and Brockaway will undertake to sell the books, and 
I won't be bothered except by putting up the money, and I will give 
you a bonus," and we agreed on a bonus of 12^ cents on the price of 
the book, and they divided it, and that is the way the hbrary oi indus- 
trial management was started, and I am the pubUsher of it. Those 
two boys made $1,400 a piece last year out of the book business. 
That is what we imderstand in our office to be a bonus. 

To get down to practical things, I think I can answer this question 
about the 8 pairs of shoes and $8 a day, and the ninth pair of shoes, 
and I have been hungry to get a chance to do it. Eight pairs of shoes 
per diem is the standard wage, and he gets $8. If he produces 9 pairs, 
you want him to get $9, don't you i 

Mr. SuMNERS. I did not want him to get anything; I want to find 
out what he does get.    I was only trying to get information. 

Mr. DuNLAP. Ijnder the piece-rate system, which is the driving 
system, which is the thing that tempts men to overwork themselves, 
he woultl get the 89, but under the nonus system what does he get if 
he is dealt with fairly? We will agree that the standard rate, the 
fair day's wage, is $8 for eight pairs of shoes. The concern has 
adopted modem, up-to-date, scientific methods, and it has employed 
experts to come in and study how to instruct the producers now to 
produce more shoes. It has improved its machinery. It has studied 
methods of how to supply the material to machines. In other words, 
it has put inteUigence into the work and put capital into the work 
and put consideration into the brains of the operator, and under that 
system he would get a bonus of one-third or one-half, according to 
what was fair, according to the common sense and foresight of the 
employer. 

In other words, the bonus would be divided. The increased pro- 
duction would come as a reward to the worker for using his intelli- 
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geuce and his skill and to the employer for introducing intelligent 
methods. In other words, the division of the bonus is a question to 
be equitably decided between the workers in the factory and the em- 
ployer.    So it is with Mr. London's living wage. 

Mr. NOLAN. What would the operative get for that ninth pair of 
shoes ? 

Mr. DuNLAP. He ought to get at least a third. T would rather he 
would get one-half. 

Mr. NOLAN. HOW much would he get, $8.50 ? 
Mr. DuNLAP. In other words—yes, because he could not afford to 

invest the money in improved machinery and improved methods and 
employ helpers to bring materials to the mncihines, unless be got the 
rewartl. 

Mr. SuMNERs. That shoo proposition 1 claim the right with refer- 
ence to that. Here is the question in my mind. As I understand, 
the eight pairs of shoes per day production is not the production of a 
man of average producing capacity under the old system would pro- 
duce, but the eight pairs of shoes production is the production of^the 
average man under the new system, and I recognize that the man 
who employs other men to establish scientific methods is entitled to 
some and a proper return upon his enterprise and expenditure of 
money. Having put in better machinery, he is entitled to something. 
Now, then, he has "otten his reward in the eight pairs of shoes prO" 
duction, which is the production of the average man after scientific 
methods have been installed. That is, so far as the general reorgani- 
zation of the shop, aside from the speeding up of the employee, is 
concerned. 

Now, then, under the stop watch, if the employee speeds up under- 
the stimulus of the stop watch, aside now from any additional pro- 
ducing power caused by improved general arrangements in the office, 
why stiould not he get a dollar for his speeding up ? 

Mr. DuNLAP. In other words, the intelligent employer wants to 
pay out all the money and employ the experts to teach him how to 
do'it and provide him with improved machinery and somebody to 
put the materials in his way: and then induce him to overwork nim- 
self and pay him a dollar for doing it ? You want to go back to the 
old piece-rate system. 

Mr. SuMNERs. Wait a minute. Then, if it is not good for him to 
speed up, why not penalize him for that if 

Mr. DuNLAP. We have had a good deal of technical information 
here from Mr. Towne and Mr. Thompson, and T do not pretend to be 
a technical man. 

Mr. StTMNERS. 1 withdraw that inquiry. 
Mr. DuNLAP. I do not intend to enter into any debate about the 

technical details of this thing. What I do mean to say right here to 
you gentlemen in the interests of labor and in the interests of this 
labor committee and in the interests of American industry is just this: 
That these systems represent nothing on earth but common sense and 
fair dealing and they have been introduced in thousands of the fore- 
most industrial establishments in the United States. I know per- 
sonally, from having had an office in London for 12 years, that tney 
have oeen extensively introduced, so far as possible, throughout 
London where the labor unions woidd let them.    T know that they 

36102—16 G 
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have been introduced in the gun factories of Germany. I had an 
office in Berlin for two years and I know that they were buying 
American machinery and employing American engineers to teach 
them how to introduce these systems. I know that Japan is writing 
to my office and ordering all of my publications. I know that this 
coimtry has got to go up against the com})etition of England and 
Germany and Japan as her chief competitors. 

Mr. NOLAN. Gettuig back to the question of common sense and 
fair dealing. How do you reconcile tliis method of payment on the 
shoe question with common sense and fair dealing, when a scientific 
engineer and an efficiency engineer comes into an establishment and 
sets eight pairs of shoes as a fair day's work for $8, and then on the 
part of the operative he produces the ninth, that he should not get 
the same amount per pair for the ninth that he got for the eighth ? 
If the employer was willing to pay him SI for the first eight, why 
should he taKe 66§ per cent or 50 per cent of that dollar off Y 

Mr. DuNLAP. Now, we are right up against the problem. I want 
to get that into your mind just as clearly as it is in my own. This 
extra pair of shoes is produced as the result of scientific management, 
of the study of the methods of production, of the improvement of 

' machinorv, of employing instructors to teach the men how to do their 
work. What possible inducement would there be to the employer to 
give all of this away < 

Mr. NOLAN. He is satisfied to pay $1 per pair for eight pairs of 
shoes. 

Mr. DuNLAP. He is not satisfied if he is an intelligent manufacturer ? 
Mr. NOLAN. What I want to get is a statement from you as to how 

you can apply the question of common sense and fairness to a propo- 
sition of that kind where the manufacturer sets the task thi"ough tnis 
efficiency system as eight paire of shoes for $8 and gets all of the 
benefit of that, and is wdhng to pay SI per pair for the eight pairs of 
shoes—why he should take 50 or 66§ per cent of that price from the 
man if he makes the ninth pair of shoes ? 

Ml". DuNLAP. The difference between you and me is that you are 
taking Mr. Thompson's bonus as the foundation. 

Mr. NOLAN. I am taking your own statement. 
Mr. DUNLAP. I am speaking of a fair day's wage. 
Mr. NOI^N. Which is $8? 
Mr. DUNLAP. Yes, sir; which is $S, and the standard output is 

eight pairs of shoes. 
Mr. NOLAN. The standard output is eight pairs of shoes? 
Mr. DUNLAP. Yes; at the day-wage base. If, through scientific 

management and scientific instruction and improved machinery and 
nutting the helpers in there, there is an increase of a pair, the employer 
has to be rewarded, has he not ? 

Mr. NOLAN. He feels satisfied with eight pairs of shoes a day for $8. 
Mr. DUNLAP. He is not satisfied, and he ought not to be satisfied. 
Ml'. NOLAN. But if ho is not satisfied, and the scientific management 

l)oonle tell us  
Mr. DUNLAP (interposing). That is under Mr. Thompson's system, 

and it constitutes a bonus. 
Mr. NOLAN. There is no system under scientific management 

experts. 
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Mr. SuMNERS. Under the old system, before you established 
scientific methods, you were paying the shoemaker $8 to make seven 
pairs of shoes. I am giving you a hypothetical case. Scientific 
methods are installed, and the average shoemaker makes for $8 
eight pairs of shoes.    That is clear, is it not ? 

Mr. DuNLAP. Yes, sir. 
Mr. SuMNF.ns. Now, then, the man who has instiled scientific 

methods has been rewarded by one additional pair of shoes as his 
compensation for installing scientific mothod.s. He made seven under 
the old sj'stem and paid $8 for it. Now, under the scientific manage- 
ment, the average man makes eight pairs of shoes and gets $8. Now, 
he speeds up and makes the ninth pair of shoes. That ought to be 
clear.    Wh}' should not he get a dollar for that ? 

Mr. DuNLAP. Wait a minute. According to my system of reason- 
ing, an intelligent manufacturer would not want him to speed, and 
according to my understanding of the bonus, the standard day wage 
would bo the basis that would be fixed, and finally, the additional 
increased production would come as the result of cooperation between 
the eniployer and the employee. 

Mr. SuMNERS. Now, the employer got his dividend out of the 
cooperation in the one pair of shoes which raised the production from 
seven to eight. 

Mr. DUN LAP. But you are always getting in Mr. Thompson's bonus 
plan, but you can not fool me into taking his proposition and making 
it fit my own. I am talking about the standard wage and the bonus 
on top of it. 

Mr. SuMNERS. I was struck by what that man said to you when 
he wont over there to the Baldwin Locomotive Works and told you 
that they were working this machinery to the highest producing 
capacity, and when they got through with it they were putting it 
into scrap, and I was wondering whether or not there is not running 
through the minds of some managers of factories less humane than 
the gentleman here from Rochester, the same notion with reference 
to the human machine. 

Mr. DuNLAP. Delighted to have you bring that up. 
Mr. SuMNERS. I come from an agricultural section, and I know 

very little of what you are talking about. 
Mr. DuNLAP. I tiiink I can explain that, and I think I can also 

explain to the members of this committee the exact basis of all the 
feeling against this science, and that was Fred Taylor's demonstration 
in pig iron. I think, and I have always thought, from the time that 
Fred Taylor gave that demonstration of what it was possible to do 
with a body of pig-iron men in pure physical labor with a stop watch, 
was what scarecf working men to death. Wliat Fred Taylor did 
there was to cut out the fellows that were ruptured; to cut out the 
fellows that were sick and weakly. He picked a bunch of fellows 
who were athletes, and he trained them just like you were training 
a baseball team or a football team, and he had just exactly what he 
boasted. He had the finest picked body of men that ever handled 
pig iron, and he made an enormous increase in the amount of pig 
u-on that was handled, and he did not give the men anything like 
the additional wage that ho should have given them. l3ut Taylor 
was an idealist.   Taylor was one of the hardest men to get along with. 

Mr. KEATING. Are you not a little severe on idealists? 
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Mr. DuNLAP. Wait a minute. Taylor wanted to demonstrate to 
the last minute any idea that he ever had in his mind. He wanted 
to prove that he could greatly increase a man's working capacity 
but he took the method of training a gang of experts. What ne did 
was just exactly like a set of men picking a football team. He made 
them win, but#n winning he gave a wholly false impression of what 
scientific management is. 

What you gentlemen need to understand is that in all industry, 
throughout all its ramifications and branches, the time has gone by 
when phvsical labor, and the chance to speed up and exhaust yourseu 
physically, is a largo consideration. In other words, the mind and the 
skill are the things that count in modern industry, and the thing that 
this scientific management does, as you will get abundant testimony 
in that brief of Louis Brandeis—what it does is to instruct people to 
advance oidinary workmen; in tutoring workmen to become instruc- 
tors of other workmen and gradually rise to positions of superintend- 
ents. Hundreds of cases can be cited of uneducated men that have 
risen to the ranks of superintendents through this system. In other 
words, the whole theory and purpose of this modern science is to edu- 
cate people how to do work; to find out the simplest methods by 
which we are to do work. 

Mr. NOLAN. You tell us, and you cite particular instances, of where 
you have been a pioneer, particularly in scientific shop-management 
efficiency. 

Mr. DuNLAP. Not that; in the publication. 
Mr. NOLAN. In disseminating knowledge which would give the em- 

ployers, we ynW say, in the macliine-slioj) industry of this country, the 
engineering end of mechanical trades, an opportunity of studjnng costs 
and apidying common-sense methods in the instruction of their 
establishment, installing machinery, etc. 

Mr. DuNLAP. Yes. 
Mr. NOLAN. Is not this where the whole trouble comes: The differ- 

ence between appljnng common-sense methods of efTicioncy and the 
methods that have been applied by Mr. Taylor through the stop- 
watch and time-movemvnt system ? 

Mr. DUNLAP. I do not agiee with you. Mr. Taylor was the chief 
creator of this science—that is to say, ho did more to demonstrate its 
possibihties than any other man that over lived; but, as I say, he was 
an ideahst, and he carried many things to extremes. 

Mr. NOLAN. That is just the point I wanted to bring out. 
Mr. KEATING. Is it possible under this system of yours to cany 

things to extremes ? 
Mr. DUNLAP. It is not possible unless it is in tho hands of a brute. 
Mr. KEATING. But it is possible in tho hands of an employer or a 

superintendent who has not this consideration for the welfare of his 
men to apply this thumbscrew—this speeding-up process—until you 
exhaust the human madiine, as these men in tne Baldwin Locomotive 
Works exhausted their mac-liinerv, and after you exhaust the human 
machine to tlu"ow it into the junk heap? 

Mr. DUNLAP. There is not any engineer alive to-day that has any 
standing in any society that would bo guilty of recommending such 
a thing. No employer can induce an}' reputable engineer to recom- 
mend any such thing. 
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Mr. KEATING. HOW about Mr. Taylor? He says this system at 
Bethlehem was such that only one out of five  

Mr. DuNLAP (interposing). I had two boys educated at Yale. 
Mr. KEATING. Just a moment. 
Mr. DuNLAP. Get down to brass tacks.    That is right. 
Mr. KEATING. He is the founder of }''our science. Let us see what 

he did.    I quote from Mr. Taylor's book: 
When the writer left the st«el works, the Bethlehem pieceworkers were the finest 

body of picked laborers that he had ever seen together. They were practically all 
first-class men, because in each case the task which they were called upon to perform 
was such that only a first-class man could do it. The tasks were all purposely made 
80 severe that not more than one out of five laborers (perhaps even a smaller percentage 
than this) could keep up. 

Mr. DUNLAP. That is exactly what I told you. That is the most 
unfortunate thing that Fred Taylor ever did. 

Mr. KEATING. It is the truth, is it not? 
Mr. DUNLAP. It is the truth in that case, but you gentlemen, as 

Members of Congress and members of this Committee on Labor, you 
want to recollect that that thin^ does not apply to but an infinitesimal 
portion of the work that men do who earn wages. 

Mr. SUMNERS. IS it not possible that oven tTieso men are so selfish 
that they can not afford to admit it? 

Mr. DUNLAP. I do not understand the question. 
Mr. SUMNERS. Even if people had no consideration for their em- 

ployees, when they have men who are trained they can not afford to 
wreck them so as to have to go out and get other men and train them ? 

Mr. DUNLAP. My dear sir, that is one of the fundamentals of this 
science. It makes the employer take an inton^t in his employees. It 
opens his eyes, that he has to look after his employees as he has always 
looked aft«r his machines. In other words, it is an enlightened sci- 
ence.    It has been introduced all over this country. 

Mr. SUMNERS. But as your machmery becomes more complex the 
time of training becomes longer, and when you get a man well 
trained  

Mr. DUNLAP (interposing). You can not afford to sacrifice him. 
Mr. KEATING. Let us see if you are still following in your master's 

footsteps in what you have said. 
Mr. DUNLAP. DO not say my master.    I have got none. 
Mr. KEATING. The man who has founded your science, Mr. Taylor. 

Here is from paragraph 166, page 1374, of this treatise of Mr. Taylor: 
Where the labor market is large enough to secure in a reasonable time enough 

strictly first-class men, the piecework rates should be fixed on such a basis that only 
a first-class man working at his best can earn the average amount called for. Thia 
figure should be, in the case of first-class men, as stated above, from 30 per cent to 
I5B per cent beyond the wages usually paid. The task idea is emphasized with this 
style of piecework by two things, the high wages and the laying off, after a reasonable 
tnal, of incompetent men; and for the success of the system the number of men em- 
ployed on practically the same class of work should be large enough for the workmen 
quite often to have the object lesson of seeing men laid off for failing to earn their 
wages and others substituted in their places. 

That is not speeding up, in your judgment? 
Mr. DUNLAP. That was, but in addition to that, it was the selection 

of men to do a particular job and he recognized the survival of the 
fittest, and that was the only thing he could consider. 

Mr. KEATING. And is that the basis of your system? 
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Mr. DuNLAP. No, sir. 
Mr. KEATING. Then, you have departed from the teachings of your 

founder ? 
Mr. Dt'NLAP. Ahsolutely. 
Mr. KEATING. You have repudiated Mr. Taylor, but retained hia 

name? 
Mr. DUNLAP. I am not here to defend the Taylor system. 
Mr. KEATING. But you are here and advocat* the repudiation of 

the Taylor system. 
Mr. DUNLAP. NO; I am not. 
Mr. KEATING. That is the poUcy of the man who founded your 

system. 
Mr. DUNLAP. He did not do any such thing. I said he was one 

of the chiefs. 
Mr. EMERY. I suppose that those who pursue the building of 

steamships to-day do not follow Robert Fulton. The man who 
built the Mauretania did not follow out the example laid down by 
Robert Fulton. There is not a more dangerous form of argument 
known than quoting from a large volume. 

Mr. KEATING. I appreciate that, but the witness has himself 
rather invited this form of discussion, and I have quoted accurately 
from Mr. Taylor's books. The witness does not question these quo- 
tations, and I think I have stated his position accurately when I say 
that he has repudiated the teachings of the so-called founder of the 
system. 

Mr. DUNLAP. I deny it. 
Mr. KEATING. Proceed, Mr. Dunlap. I have no further questions 

to ask you. 
Mr. DUNLAP. All that I w^anted to say in addition, Mr. Chairman, 

is that I have always regarded that experiment and that example 
and that statement by Mr. Taylor as about the most unfortunate 
thing that ever happened to the science. That has been estabUshed 
largely since, because it has been taken as tlie one demonstration of 
what the science means, when, as a matter of fact, it gives no indica- 
tion wliatever of the breadtli and reach and importance and benefi- 
cence of the science. 

Now, finally, I want to say in reply to the point that Mr. London 
raised—Mr. London seemed to feel and tried to get Mr. Thompson to 
indicate that under scientific management every emploj'er would 
take advantage of a man's necessities and get him to work for any 
kind of a wage, regardless of whether it was a living wage. I want 
to say that no intelligent employer under this intelligent system 
would! ever tliink of doing any such thing. 

Now, in conclusion, I want to say that there is a leading editorial 
that I have written for my magazine to appear next week, and inas- 
mucli as it embodies a very careful statemeiit of my personal views 
upon the subject, I should hke to have it incorporated as a part of 
my testimony. 

Mr. KEATING. Without objection, it will be put in as a part of his 
remarks. 

(Tiie editorial referred to is as follows:) 
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fThe Englneerini! Ma^tliie, April, 1916] 

DANGEROUS LABOR LEOISLATION NOW BEFORE CONGRESS—A CALL FOR PROMPT 
ACTION. 

(By the editor.) 

AJt«r full 25 years of work in publishing in these pages the standard literature 
of what is now recognized the world over as the science of industrial management, 
it is rather amazing to find introduced in the American Congress a bill prohibiting 
the most enlightened wage systems ever yet devised by man. 

The stupidity of this proposed l^islation can best be indicated by giving the 
text of the bill itself, as follows: 

"IN   THE   HOtJSE   OK   REPRESENTATIVES. 

"January 11, 1916. 

"Mr. Tavenner introduced the following bill; which was referred to the Committee 
on Labor and ordered to be printed: 

"A Bill To retaliate the method of directing the work o( Government employees. 

''Be it enacted, by the Senate and Ilmise of Representatives of the United States oj' 
America in Congress assembled. That it shall be unlawful for any officer, manager, 
superintendent, foreman, or other person having charge of the work of any employee 
of the United States Government to make or cause to be made with a stop watch or 
other time-measuring device a time study of any job of any such employee between 
the starting and completion thereof, or of the movements of any such employee while 
engaged upon such work. No premiums or bonus or cash reward shall be j)aid to any 
employee in addition to his regtilar wages, except for suggestions resulting in im- 
provement or economy in the operation of any Ciovernment plant. 

"SEC. 2. That any violation of the provisions of this act snail be deemed a mis- 
demeanor and shall be punished by a fine of not more than $500 or by imprisonment 
of not more than six months, at the discretion of the court." 

A similar bill, introduced by Congressman Van Dyke on the same date, January 11, 
1916, would prohibit all time studies throughout our entire Postal Service—in wnich 
the element of time is of obvious and fundamental importance. 

Both these measures have been introduced at the behest of the leaders of the labor 
unions throughout the United States, and it should be at once recalled that pre- 
cisely similar legislation was adroitly incorporated as "a rider" in an Army ap- 
propriation bill by the last Congress. No public hearing was ever given upon the 
proposals, and the vast majority of Congressmen and Senators were BO wholly un- 
informed tipon the subject that the rider was passed by the House practically without 
debate. It was later thrown out by the Senate, yet in conference, the labor leaders 
were able to dominate the conference committee of the two Houses, and thus the 
measure became a law so far as the appropriations in that particular bill were con- 
cerned. We are further informed that the ringleaderin the conspiracy to pass this 
damaging legislation without public hearing or intelligent debate was Congressman 
Buchanan of Illinois, who is now under indictment by a United States grand jury. 

Precisely the same tactics will be attempted in this session of Congress, as evi- 
denced by the fact that no hearings on the Tavenner bill have yet been granted 
by the Labor Committee of the House, and the appropriation bills for both the Army 
and the Navy are now certain to come up before such hearings could be held. In 
other words, "the transparent scheme of the labor leaders and the labor Congressmen 
is to pass the measure by trickery and stealth, without opportunity for investigation 
of debate, and not alone to make the prohibition apply to all the arsenals and navy 
yards of the Government, but also to the private industrial plants of all contractors 
for machinery, equipment, and supplies for both the Army and the Navv. 

The necessity for exposing and blocking this legislation is so manifest that a com- 
mittee of 10, representing leading eneineering societies, the National Association of 
Manufacturers, the National Metal Trades Association, and many local chambers of 
commerce, has been appointed to take active steps in opposition, and Mr. Henry R. 
Towne, past president of the American Society of Mechanical Engineers, has accepted 
the chairmanship of this committee. Voluntar>- contributions are being solicited, 
and within its limited means and the short time available for effective work, thi'' 
committee will be able to do much in the way of supplying Senators and Congressmen 
with information exposing the fallacies of this* reactionary and dangerous proposal. 
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Kut all such committee work is neceasarily impersonal, and Members of Cougreas 
are so constantly pelted with circular letters and printed matter of all kinds that they 
find it necessary to confine their reading to that which they know to be of special 
interest to their more intelligent constituents. I'nfortunately, very few Congressmen 
have any knowledge of the new science of industrial management—originated by 
Americans, developed by Americans, now 'n successful operation in thousands of 
American industrial plants, and being rapidly introducecf in Germany, England, 
and Japan—who are certain to be our most formidable competitors so soon as the war 
in Europe is over. 

Congressmen have read about "scientific management" in the newspapers, and 
they have heard about a few '' efficiency and economy'' commissions in governmental 
affairs, but technically and practically they know little or nothing about the new 
science. They do not understand, therefore, that the premium and the bonus to 
wageworkers represent the most advanced steps that have vet been taken, and 
achieved in solving the knotty problem of how to secure free, frank, and intelligent 
cooperatoiu between worker and employer in increasing output—not through "speeding 
up " or overwork, but solely through intelligent study and instruction in better methods 
of doing work. In thousands ot cases where they have been intelligently applied 
the premium and bonus systems have proved themselves a boon and a blessing to 
both workingmen and working women, oecause they have given an actual increase 
of wi^es to all grades of workers, and to those of brains, ambition, skill, and inventive 
genius they have opened numberless opportunities for advancement and promotion 
to high positions, which would have been impossible without intelligent instruction 
of workers of natural ability. All of this can be made perfectly clear to evcrj' man 
of common sense, but we have no time for any such educational campaign now. 

The point to realize is that we are face to face with a serious and threatening situ- 
ation. The labor leaders and the labor politicians are deliberately planning to "put 
over" this legislation by trickerj-and stealth, because thev reason that it will strengthen 
the labor unions and make more labor votes. The domination of the labor unions in 
Great Britain, especiallv in the engineering trades, i." both historic and notorious. 
They bitterly opposed tlie introduction of the power loom, the sewing machine, the 
locomotive, the air brake, the mower and reaper, the type-setting machine, and in 
fact every great labor-8a\nng deface that has ever been invented, upon the stupid 
theory that "it woiild throw men out of work." This proposed American legislation 
is of a piece with all such ignorant reasoning, and the definite plan of our labor leaders 
is to take advantage of this presidential year and force such legislation through Con- 
gress without hearing or debate. If they succeed, the time may come very soon 
when, like England, our most vital national interests may be imperiled. 

Less than a year ago the entire civilized world was shocked by exposure of the 
fact that through the arbitrarj-, dogged, and uncompromising regulations of the British 
labor unions, tlie armies in the field were actually short of munitions, while the 
British, the French, and the Italian Navies were seriouelv threatened with a shortage 
of coal. This involved a sudden and alarming change in the British Cabinet, and 
David I.loyd George resigned the high office of cliancellor of the exechequer to take 
the newly created and vitally important office of minister of munitions. It was 
only because he was the trusted leader of the radical and labor vote, an orator of 
great power, and a patriot of dauntless braverj' that Britain was able to bring about 
a temporary suspension of the labor-union regulations untU the war is over. 

With us. the situation now calls for immediate action, and the one and onlv effective 
niean.s available is through direct personal appeal to individual Senators ant! Congress- 
men. We therefore call upon every reader of these pages to at once telegraph or write 
personally in protest to both your Senators and certainly to the Congressman repre- 
senting your district. Let your telegrams and letters be brief, t)ointc<l, and just as 
earnest as you can word them. .Vddress them personally, sign them personally, and 
insist that Congress shall at least grant public hearings on the measures before they 
can be put upon the statute books. 

We are positi\oly assured, by those familiar with the present situation in Congress, 
that this is the only possible means of now getting the attention of members of the 
Senate and House, because they arc driven with the work of passing the bills for enlarg- 
ing the .Vrnij- and the Xav\-, and in addition, the great miuss of routine legislation is 
already weeks behind the usual schedule time. 

Bear in mind also that both Senators and Congressmen will be very slow to take 
any action that may seem to place them in opposition to organized labo'r. They each 
and all desire to hold the labor vote, and only the bravest among them will stand 
openly lor the right in this vital matter. Fortunately, in this regard we are armed 
with unequivocivT endor.senient from an authority on labor union affairs which even 
labor leaders can not question.    Mr. Louis D. Brandeis, who has been nominated for 
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the Supreme Court, is on record in unqualified indoKeinent and approval of "scienti- 
fic management." For years past he has been a voluntary attorney and arbitrator 
for the labor unions, and it will be recalled that he won nation-wide distinction as 
attorney for the shippers in their protest before the Interstate Commerce Commission 
against the large increase in freight rates which the railroads insisted upon having 
four years ago. The brief which he presented before the commission at tnat time is 
remarkable for its breWty, its clear reasoning, and its convincing force; and the fol- 
lowing extracts from the document are directly pertinent to the present situation: 

"Under scientific management, the management of the business assumes toward 
the workmen a wholly new function. Instea<l of the prevailing "putting it up' to the 
employee to do his work with such stimulus as may be given through force or induce- 
ment, the management, under the new science, assumes the responsibility of enabling 
the employee to work under the best possible conditions of perfect team play. It 
undertakes to instruct him definitely what to do and the best method of aoiiig the 
particular work. It undertakes to provide him the best tools, and with machines in 
the best condition. It undertakes to furnish him with a-ssistance to perform those 
parts of the operation requiring less .fkill than his own. It keeps him constantly 
supplied with appropriate material. .Voting in full cooperation with the workmen, 
the management thus removes all obstancles to the workmen's full perfonnance and 
suppUes all aids necessary to secure full |)erformance. The management thus assumee 
the burdens of management, and relieves labor of responsibilities not its own." 
(P. 14.) 

"The larger wages are made possible by larger production; but this gain in production 
is not attained by 'speeding up.' It comes largely from removing the obstacles to 
production which annoy and exhaust the workman—obBtacles for which he is not, or 
should not be made, responsible. "    (P. 35.) 

"The claim has been made that scientific management and labor unions are incon- 
sistent; that the organization of labor presents insuperable obstacles to the introduc- 
tion of scientific management in railroads and other indutries where unionism is 
potent. This claim, we believe, is wholly unfounded in fact. Collective bargaining 
U alike an important function under scientific management and under the old system. 
(P. 55.) 

If public hearings be granted, anv needful number of workers under the bonus and 
premium plans will appear before the Labor Committee of th'K House to give personal 
testimony to their satisfaction with the new system of wage payments. To indicate 
the character of this testimony, the committee of ton have begun to collect letters 
from such workers, and these will be laid before Members of Congress as promptly as 
poesiblc.    The following are sample letters which have already come to hand: 

[From John Ceo. Kreis, Gang Boss, Acuie Wire Co., N"«»' Haven, Conn.] 

"As gang boss for the past five years, 1 have had a very good opportunity to study 
the conditions an operator has to work under, both before and after this system had 
been installed in this factory, an<l I am glad to say that I have found everyone of 
my operators to be better satisfied since working under this system. 

"My operators also make more money and do not have to work so hard. The result 
is that tney are healthier, better dressed, and more prosperous, and thereby alao 
become better citizens.   Hoping this bill does not go through, I remain, etc.'' 

(From Theresa Godlno, employee of the Acme Wire Co., Now Haven, Conn.] 

"I have worked four years at machine work for the .Vcme Wire Co. 
"The last three years under the Taylor Bonus Sj'steni. I have made more money 

under better conditions than the first year I worked here. 
"I have worked on piecework in another factory, and I am better satisfied with 

the bonus sj-stem here." 

(From S. F. Oilla, emjiloyee of the SewelK'lapli Kiivelope Co., Chicago.) 

"With my experience in scientific management I have found a betterment of con- 
ditions in S. C. Env. Co. Very efficient in labor and produce. With my part of work 
at time study on task and bonus have found it ver\- interesting and educating. 

"The old method of payment means just one pay envelope on pay day, while the 
bonus plan makes a willing worker and (jUt." an extm red envelope into his hands with 
lots to gain and nothing to lose." 
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1 From E. S. Smiley, employee of the Eastern Mabetarinung Co., Braver. Me.) 

"I am pleased to reply to your queptions as to how I regard the conditions under the 
Taylor system and conditions under the old way, and will say: First, I get more 
monev in wages; and second, that there is no lost time. And in many other ways I 
find the Tavlor system much better for the work people." 

Thousands oi such letters, from operatives in every line of industry and in every 
part of the United States, can and will be collected should that be necessary. 

As to how our leading engineers and inventors and our foremost employers in 
engineering lines feel upon the subject the following letters give speaking testimony. 
We are glad indeed to be able to introduce these letters with one from Thomas A. 
Edison, who Vjegan life as a newsboy, then became a telegraph operator, then educated 
himself in electrical science, and through his numerous and revolutionary inventions 
has probably given profitable employment to a larger number of men and women than 
any other man alive to-day. 

(From Thoma" .\. Edison, dean of Amerlran inventani.l 

"In my opinion, the bill introduced by t'ongressmaa Tavenner is based on a fallacy. 
It is an attempt to prevent efficiency, and would be disastrous to labor and to the 
public. 

"The worst enemy of all the workers is an inefficiently managed shop, and yet the 
labor leaders can not comprehend the fact—possibly because it is based on mental 
processes of a primary character. 

"There are many ways whereby labor leaders can improve conditions by legisla- 
tion, but this bill of Congressman Tavenner is not one of them." 

[From I>r. F.lihii TJiom.son, past president, American Institute of Electrical EDginrers.) 

"I agree with you most heartily in the stand you take. I would indeed go so far 
as to require enlistment to fill places in arsenals and shipyards. 

"You are plainly right in pointing out that the move probably contemplates includ- 
ing all contractors working for the Government." 

f 
m ' . \f Hrrr, prisident, Weslinghousc Electric * Manufacturing Co., East Pittsburgh, Pa.) 

"This bill is reactionary and bad for both the interests of the Government and its 
employees. If enacted into law, no Government employee could be paid on any 
system except the stated day wages, now practically obsolete in all progressive and 
modern industries. It would close the door absolutely to any possible improvement 
in the manner of compensating labor, whether skilled or unskilled, no matter how 
beneficial such a plan might be to the employee. 

"The bill does away with all improvements in ways of paying labor thus far devised, 
and absolutely prevents exact and scientific methods or other possible improvements 
from being considered. It is against the interests of both Government employees 
and the Government itself, and will decidedly set back all progress that has been or 
can be made in wage payments. 

"The payment of labor at a fixed rate per day tends to destroy individual initiative 
and to level down instead of properly and fairly rewarding the better workers. 

"This bill is pernicious and should be defeated." 

[From Colemnn .tellers, jr.. president, William Sellers .t. Co. (Inc.), Philadelphia, Pa.] 

"This measure appears especially vicious; it is inimical alike to the true interests 
of the workman and of the employer. 

"Its object is clearly to prevent increase of output, and to limit the earnings of the 
workman to the rate of wages decreed by his union. 

"It is intended to hamper the efforts of the employer to improve methods, and to 
prevent the efficient workman from realizing the advantages which should accrue 
to liim on account of his superior skill, intelligence, or industry. 

"Time studies and analysis of procedure are not made to force men to work harder, 
but to make their labor more efiicient by eliminating wasteful or useless effort, by 
improving methods, and by introducing devices and appliances which will improve 
output without increasing labor." 

(From Otto H. Falk, president. .MlWhalmers Manufacturing Co., Milwaukee, W'is.] 

"To any unprejudiced person a mere reading of this bill should be sufficient to 
reveal its true character and show how entirely inconsistent it is with any just prin- 
ciple for a fair basis of compensation and dealings between an employer and employee. 
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Of roiirse. the only reason a proposed measure of this kiiid has any standing at all is 
because of the ba<"king given to it by organized labor, and the fact that it has such 
support demonstrates better than any other arg^iment the injvistice of the position of 
organised labor in this regard. If the principle be true that 'the laborer is worthy 
of his hire,' there is no good reason why a suitable bonus or reward should not be paid 
for extra effort or ability." 

[From John A. Topping, chairman. RepiiMir Iron A Stwl To.. New VorW.| 

"House bill II. R. 8665, should it become a law, places a premium on inefficiency, 
extravagance and waste: furthermore, it suggests class legislation of the most vicious 
type. 

In view of all that has recently, been written in support of preparedness, coopera- 
tion, and eflSciency, it is hard to conceive how reactionary legislation of this kind could 
command serious support in Congress, for this bill ignores the practical lesson tauriit 
us by the great European war, which has brought home to us with telling force what 
organized efficiency, thrift, and cooperation has meant to Germany in her present 
Btruajle. 

"The influence of the proposed bill should be obvious, for if passed, it would stimu< 
-late inefficiency, wastefulness, extravagance, higher costs, and additional burdens 
for the taxpayer to carry." 

(From Elmer I.. Corlhell, Dr. Sc., pre>ideat, Ainerlcaii Society at Civil Englneera.] 

"It is my decided personal opinion from careful study of industrial conditions in 
thifl and other countries, covering many years, that the result of the proposed act 
will lead fast to industrial and commercial disaster. 

"My professional experience has brought me into rather intimate relations with 
nearly all the countries in the world; consequently, I can speak with knowledge. 

"All observing and fair-minded men who have had the opportunity to trace the 
development of trade unionism appreciate its disastrous effects upon the industry 
and foreign trade of Great Britain, in which we are becoming a close second. 

"Every effort should be made to remove rather than increase the burden on our 
industries. This bill, if enacted into law, will lead to irreparable injury and loss to 
the industry, commerce, and particularly the foreign trade of this countrj'." 

[From John K. Wallacr, formFrly chief engineer of the Panama Canal, now president of Westinghouan 
Church, Kcrr * Co. (Inc.)., engineers and con.stnictors. New York.l 

"I would say that this bill is so boviously to the disadvantage not only of the Tnited 
States Government but also to all employers of labor as well as to labor itself, that it 
it difficult to conceive of its finding favor with our Senators and Representatives, 
who, if they are not, should be broadminded enough to see that efforts of this kind to 
turn back tne hands of the clock of modern civilization and the efficiency upon which 
it is necessarily based are antagonistic to the best interests of all concerned. 

"The prosperity of the American Nation outside of the personalities of its broad 
and progressive citizens has been due to the introduction of labor-saving machinery 
and the substitution of brains for manual labor in all classes of human endeavor, and 
it should be apparent to employees in the mass as much as to employers that increased 
efficiency in production has not only bettered the condition of workmen but also 
increased the available profits out of which the compensation to labor is paid. 

"UTiile this bill is apparently only directed against government employees, it will 
doubtless eventually be construed to cover not only employers of labor who work 
directly or indirectly for the United State.'? Government but also extend the same 
restrictions to private employers of labor. 

"Your efforts in giving this matter publicity and securing the necessary cooperation 
to check it should be much appreciated." 

[From Henry I'. Sharpe, trea.iiirer Tiorwn A .Sharpo Munulaclurini: Co., Providence, H. I.) 

"I beg to state my emphatic protest agaiust all such efforts to interfere with the 
Binple and natural relation of employer and employee, either in (loverninent shops 
or by indirect means in the great industrial works of the Nation, for the following 
reasons: 

"1. There is nothing in so-called scientific mana^ment, or similar plans, that is 
unethical, unfair, or subversive of corrective relations between employer and em- 
ployee. Congress itself, by one of its committees, some years ago made an investiga- 
tion following the remarkable results attained in the Watertown Arsenal, the report 
being a general indorsement of methods there used. 
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"2. Critics of scientific management, or aujr bonus systems of reward, are either 
theorists, cranks, or those who have axes to grind, including the leaders of so-called 
organized labor. 

"3. The industrial leaders in our country, who really know about industrial life, 
not only deprecate the practice of Congress in this matter, but consider the policies 
80 advocated as absolutely contrary to an enlightened practice. 

"4. Congres.«imen are ignorant to the point of stupidity in pursuing the subject BB 
they have, in the face of so much intelligent practice m all our leading industries 
which encourage payment of work by performance, the workmen themselves thor- 
oughly appreciating such methods of rewarding their labor. 

5. Payment of work according to performance is the only really American way to 
remunerate the industrial worker—America is supposed to bespeak opportunity, 
and opportunity to earn an increased wage according to performance should be his. 

"6. The present tendency of legislation is strangely out of harmony with what is 
generally known—that a very great deal in our American life is utterly inefficient as 
well as extravagant. Why should not the Government lead in national economy by 
insisting upon naving its own industrial work conducted efficiently? This means 
efficiency of labor, the workman's cooperation being secured by added remuneration. 
It does not mean faked up figures which please the eye of Congressmen but deceives 
no business man in this country as to the extravagant way in which national work- 
shops are run. 

"7. Congress in enacting such legislation is making itself ridiculous and serving 
nothing but the habits of lazy people, as well as committing a downright injustice to 
the workingman who wants to make his way even in Government employment." 

IFrom William I.. Ward, president Russoll. Biirdsall <Sr Ward Holt * Nut Co., Port Chestpr, N. Y.) 

"By exercising patience, forbearance, and promptly adding to our fighting strength 
on land and sea we may escape a serious war with some foreign country. 

"But all thinking men, and most men who only tliink occasionally, feel assured 
that after the foreign complications are settled nothing can prevent a strenuous com- 
mercial war with competitive nations—one that no nigh-revenue wall can protect 
from serious losses iinless we use the utmost skill and energy, abolish all slap-dash 
methods of manufacturing, abolish all waste of effort, waste of material, waste of plant 
investment, and organize our industries on common-sense, scientifically efficient lines. 

"It will not be a contest with weakened nations, but a trade conflict with people 
hardened and disciplined by the sacrifices they have endured. Their fight will be a 
trade fight for very existence; ours to hold and add to our wealth. If wcare hampered 
by unwise restrictions, if our Government enacts laws to discourage effort, if the 
demagogue is to be in the saddle, we had better save our money for ships and arma- 
ment and retire from business. 

" We can not successfully cope with these coming events unless wo develop far more 
strength, resource, and ability than we have at present. Our legislators must recog- 
nize the bigness of their positions and should deal with the situation not for the benefit 
of a class or for party advantages, but for the insurance to the whole people of the 
United States of their rights to carry on their enterprises in a manner to make for our 
success at home and abroad. 

" We will have to be more temperate in our living and have a greater consideration 
tor the rights of both labor and capital than ever before. Employees of all classes 
must have a greater share of the profits. The employer must be allowed to direct the 
efforts of the employee in order that the output per man per year shall be greater 
than that of any otlier nation. The health and well-being of the employee must be 
safeguarded, and finally the cost per piece or per pound must be as low as that of any 
other nation or our exports will be killed and business initiation prostrated. 

" We have every requisite in this country to command the trade of the world. Are 
we big enough and broad enougli to do it, or can we only learn the lesson through war 
and great hardship?   Time will tell." 

Mr. DuNLAP. Before we adjourn, Mr. TowTie was questioned very 
closely upon the subject of contributions being raised to carry on the 
work of this committee of ten. I want to confess that I was the first 
contributor to that fund in the shape of my traveUng expenses to 
come down hero to Washington to find out what this situation is. I 
am a newspaper man. I have been at the game for 42 years. I have 
been all through it. This system has been introduced all over this 
country.    I know its power, its following, and as a newspaper man 
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I am going to see whether or not Congress will pass any such hill aa 
this myseu, regardless of this committee. 

(Whereupon, at 11.20 o'clock p. m., the committee adjourned to 
meet at 10 o'clock a. m., Friday, March 31, 1916.) 

COMMITTEE ON LABOR, 
HOUSE OF REPRESENTATIVES, 

Washington, D. C, March 31, 1916, 
The committee this day met, Hon. Edward Keating presiding. 
Mr. KEATING. The committee will come to order. 
Mr. Emery, whom do you wish us to hear first this morning i 
Mr. EMERY. My first witness is Dr. William Kent, of Montciair, 

N. J., who is the author of very well known books on this subject.    He 
has written quite extensively, and among his books are Investigating 
an Industry and Mechanical Engineers'rocket Book.    Dr. Kent has 
been interested in this matter from the very beginning. 

STATEMENT OF DR. WILLIAM KENT, OF-MONTCLAIE, N. J. 

Mr. KENT. Mr. Emery has introduced me as the author of several 
books. This book [indicating] was published originally 21 years ago, 
and since that time there have been 100,000 sold. This book [indi- 
cating] was published 2 years ago, and over 1,000 copies have 
been sold. I am a consulting engineer by profession, and nave been 
connected with manufacturing industries in one way or another—as 
an emplpyee, as superintendent of a department, as general manager, 
and as salesman. I think, therefore, I have been able to look at this 
labor question from all sides. I have been a student of pohtical 
economy for over 40 years, and have done considerable work writing 
on economic subjects.    I think that is a sufficient qualification. 

I believe I was the first man to adopt the Halsey premium system. 
I think that was about 1888. I met Mr. Halsey on Broadway, and 
he told me he had a system that he intended to install the next year, 
if he got the opportunity. I asked him if he had any objection to 
instalung it in a factory of which I was general manager. He stated 
that he had not, and I started in right away. At the time I started 
in with it an apprentice was getting a dollar a day and was doing 
some work that 1 did not know much about. He was a Uttle raw on 
it. I told this man that if ho exercised his ingenuity a Uttlc bit he 
might find some wav of getting rid of lost motion, and that he might 
do nigher class and faster work. Now, Halsey had recommended that 
I be very careful about starting this thing, and advised me against 
giving too high a premium, because he said that no one knew how fast 
the work comd actually be done, and that wc might be astonished at 
the amount that could be accomphshed in a certain time. We 
started in and made a bargain with this man by which he was to get 
one-quarter of a cent for each piece that he made above 100. In 
about a week he was making 300 instead of 100, and his wages went 
up correspondingly. We started gradually, trying one man after 
another, and in about six months the system was introduced in the 
whole factory and worked well. 
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That system was published by Halsey two years later. It was 
adopted in England and Scotland, or, Scotland adopted the Rowan 
Bystem, which was a modification of it. 

There has been some imcertauity, apparently, in the minds of the 
committee and even of the witnesses themselves, as is showai by 
the discussion, as to just what these systems are and what is accom- 
plished by them. I have written a short statement which I have 
here and which I think shows the difference between the different 
systems. 

The first applies to day work. That means $2 a day and 200 pieces. 
The result is tnatnobody is satisfied. The workman wants $3 a day; 
the employer wants 300 pieces, while the consumer wants lower- 
priced goods. 

Then comes the piecework. The employer offers and the work- 
man accepts 1 cent a piece. Nobody knows what a fair day's work 
is. The piecework stunulatcs the workman to acquire extra skill 
ajid to avoid wasting any of his time, but he works in the old way 
with some useless motion. He doubles his output and gets $4 a day, 
and the employer cuts his rate to $3. Then the workman stops bus 
improvement in speed* and works regularly at the $3 rate. 

In another shop we have the same original condition. They adopt 
the Halsey premmm system, giving $2 a day for 200 pieces or less, 
and one-quarter of a cent for each piece over 200 pieces a day. The 
employer does nothing to study lost motion, but he gives the workmen 
facilities, such as good tools and prompt supplies of materials. The 
workman, stimulated bv premiums, acquires great skill and advances 
his earnings. He gets for 200 pieces $2; 400 pieces, $2.50; 600 pieces, 
$3; 800 pieces, $3.50. The Rowan premium system is a sliding 
scale of premiums, so that the maximum wage for any output is $4 
per day. 

The Taylor system does not depend on the workman to find out 
for himself the best way of working, but puts a time and motion study- 
man on the problem, and he finds out that the saving of lost motions 
makes it possible for a good workman, without any undue speeding, 
to make 400 pieces a day. He offers $2.50 a dav for any product 
below 400 pieces, $3 a day for 400 pieces, and one-half cent per piece 
above 400. 

The Halsey premium system, the differential piece-work system, 
the Gantt task and bonus system, and the Emerson efficiency system 
of fixing rates are used by Taylor-system men, but the amount of 
wages under any one system is a matter of bargain or agreement 
between the employer and the workmen. 

Last night a good deal of time was spent in a discussion as to how 
much should be paid for the ninth pair of shoes. There was a great 
deal of misunderstanding, apparently, between the gentleman who 
asked the cjuestious and Mr. Tliompson, who answered them. They 
did not seem to get anywhere. In answering that question I would 
say that the price to be paid for the ninth pair of shoes is a matter of 
agreement between the employer and the employee. It seems to me 
it is entirely a matter of what Is fair, and it may run from 50 cents up, 
on the theory that the employer has furnished the employee with the 
facilities for doing the worlc, and that therefore he is entitled to some 
profit. Perhaps they spht the difference, and make it 50 cents. In 
another way, you might say that the man is very anxious to get nine 
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pairs of shoes, and therefore would be wLUing to pay a dollar for the 
extra pair. Perhaps they agree on that. Or, perhaps the employer 
sa3ra, Tliere is a big proht in these shoes, and I want to stimulate that 
man to the extent that he will make 10 pairs of shoes, and I am going 
to give him $1.50 or more." AJl these ways have been adopted. If 
1 cent is the standard basis, or price, thev make it one and a half, 
or 2 cents, according to the condition of tlie business. It is, to my 
mind, entirely a matter of bargaining and agreement between the 
parties as to how much that shall be. As to whether it is fair or not, 
that, I think, is a question for discussion between them, or between 
them and a board of arbitration or a court, if it is necessary. I think 
it is certainly entirely outside of the question of this bill. 

I shall take up now a little matter that was mentioned last night. 
Mr. Taylor's work at Bethlehem was mentioned. Senator Borah 
did a great injustice to Mr. Taylor when he picked out a few para- 
fraphs in regard to Mr. Taylor's work. By elaborating on them and 

y picking out just those paragraphs, a false impression has been 
created in the minds of the people. I am very sorry that Mr. Dunlap 
made the statement last night tiiat he wished Mr. Taylor had not done 
that; that that was a thing that Taylor was wrong about. I wish 
to take exception to what Mr. Dunlap said, althougri he is our own 
witness in tnat matter. I feel that if anyone will read the whole 
of that story and know exactly what Taylor did there, exactly how 
he did it, and the reason for his doing it, it will be agreed that he 
did exactly the right thing under the cu-cumstanccs. 

Any man in charge of a number of men loading pig iron would 
say tnat the best way to do it is to do what we do in other matters 
of life, and that is to select the men who are best fitted for the job, 
or the animal or the machine best fitted for the job. I might say 
that members of Congress are sent here for that very reason. You 
are picked men; you are supposed to be the men for the job. Sup- 
pose, instead of having men carry that pig iron in their arms, you 
should say, "We will have horses do that." We will say that there 
are three kinds of horses. You may select a Percheron or a Clydes- 
dale, or you can get a slender race horse, or, again, a weak horse that 
draws a grocery wagon. Of course, we all know that the best thing 
to do is to get one of the big horses that you can work so many hours 
a day with so many rest periods, to carry that pig iron at so many 
dollars a day. 

The man will say, "I have a valuable horse here; I must not over- 
work him." As we arc not back in the dark ages and all men can not 
do that kind of work, the best tiling to do is to get a man of the 
Percheron or Clydesdale build, a man who can do the work easily. 
Now, Mr. Taylor picked out that kind of men. Did he do an injustice ? 
That is the question. After it was rumored around that these men 
were getting $1.75, the men began to come in from all around the 
country to get these fine jobs. The question arose whether $1.85 
was too low.    The proof of this is that these men came to get these 
i'obs and wanted them. They were offered higher prices to go to 
'ittsburgh, and they went, but they came back, because they were 

not satisfied with the conditions that they found. So I say in doing 
that Mr. Taylor did nothing unethical and nothing inhuman or 
unfair. 
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Ijt't US take the New York police force as an example. I do not 
know that what I have to say will apply to Washington, but I suppose 
it wiU. You get men of splendid ouild and fuie phy.^ique. They 
have to be that kind of men, because they have to stand aU sorts of 
weather. You have to have a man of courage, and you pick out 
these men very carefully. Probably you do not pay them enough, 
but that is another question. 

If you want a fireman who can climb ladders and who can be ex- 
posed to danger, you pick out a splendid class of men. They may 
not be paid enough, but the selection is the same kind of selection 
that we use.    It appUcs equally to all these classes of men. 

The post office has been mentioned as an example. It would be a 
good thing to use the Taylor system there. Instead of having these 
weaklings, as many of them are, although there are some splendid 
men among them, carrying these heavy bundles, and using their 
legs to carry them, thej' could give them an automobile, or give them 
good facilities to carry them. I would rather see the people of this 
country pay a little more for postage, if necessary, to give these 
men proper compensation. If you are going to have them use their 
legs to carry heavy material, get the kind of men that can stand the 
fatigue.    That would be scientific management for the post office. 

Now, let me take up this bill. I congratulate the committee on 
what it has done in striking out the "whereases." I congratulate it 
also on making the amendment. It shows that the committee is not 
hidebound, but that it is willing to reason and to try to make things 
right. If they can strike out the enacting clause, it will be better; if 
they can postpone it for one year, it will oe better still. 

While the preamble is stricken out, it gives us, as well as we can 
get from any other source, the i<lea on which the bill is based. It 
makes certain statements, and these statements have been denied 
by other witnesses. The question is whether these statements are 
true or false, and is one that requires investigation. That is what I 
ask the committee to do—to investigate the truth of the statements 
of this preamble. I shall not take up your time to give my opinion 
on the subject, because it would be an opinion, and I do not think you 
want opinions.    You want facts. 

I hope you will get some from Gen. t'rozier this afternoon. 
What is the underlying motive of this bill ? So far as I have been 

able to discover it, there are two motives, one of which is absolutely 
praiseworthy. Tlint is human sympathy. I tloink you are sympa- 
thizing with the laboring man. and that is one of the motives of tnis 
bill. I can stand behind you in that, for my whole life has been in 
sympathy with the laboring man, and I think that the fundamental 
motive of the real, honest supporters of this bill is sympathy. There 
is, however, another motive that is not so praiseworthy. It is an 
unrea-soning fear—fear that something is going to happen to some- 
body; that workmen are going to be throwni out of work by scientific 
mauagemont. I think that is one of the fears. It is the same fear 
that led the English workmen over 100 years ago to burn down mills; 
it is the same fear which caused the opposition to the steamboat, the 
sewing machine, and the linotype. The linotype is now used in the 
Gtoverumcnt Printing Office, but I suppose you are all familiar with 
the fact that the linotype wius introduced all over the country before 
it wa.s put in the Government Printing Oflice.    The printers have not 
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had their wages reduced, nor have they been thrown out of their jobs. 
There are, in fact, more prinkirs to-day than ever before. 

There have been charges against scientific management. They 
have c'aimed that human beings would be treated like machinery, 
and that they would be consigned to the scrap heap. These are 
questions of assertion. There is no use of answering them all by 
opinion. Let us trace these charges to their foundation, and if they 
are not untrue, let us find to what extent they are true. If you find 
that the last drop of blood is being drawn, and that the men are con- 
signed to the scrap heap, try to find out who has been doing this. 
WTierc is the man, and what is the reason ? Those are the questions to 
be answered. Why was he thrown into the scrap heap ? You v ill 
find, it it is true, that it is not due to scientific management, but to the 
abuse of it. These condilions should be corrected it they exist in ((ict. 
Get after them and find out the real reason why they exist, but do not 
complain and say that we must throw off the stop watch. We are 
killing many men to-day in the coal mines. The thing to do is to 
investigate the causes of the explosions. We do not say that we will 
have to give up the coal because these men are getting killed. Wo 
are killing many people on the railroads every year. We are not 
killing as many passengers as formerly, but we are killing a great many 
who get on the tracks. We do not sCop the railroads on that account. 
The thing to do is to get at the particular cause of the accident and 
to stop that particular detailed cause. The thing to do is to get the 
facts, and figure out just what is the true situation, the true condition. 

What bus the committee done in regard to this mutter ? We know 
that there was a committee that investigated Watertown Areenal. 
I believe that committee was composed of Mr. Redfidd, Secretary of 
Commerce, and Mr. Wilson, Secretary of Labor, and others. I'hey 
investigatrd the evils that we have heard so much about four years 
ago, and they recommended that no legislation be had on the subject. 
What new facts have you obtained since then? Nothing new to 
show that the stop watch in the last four years has done this. I 
have not found any evidence or anything to indicate that. The 
thing to do, as I say, is to find out what the conditions are that exist 
now at Watertown Arsenal. I am going to submit this proposition, 
that you employ seientiiic management to find out the truth. I do 
not mean necessarily that you shoidd use the stop-watch method, 
but scientific investigation. 1 ind out the facts by the best methods 
possible. I suggest that you go about it in this way: Instead of 
employing Prof. Hoxic, go about this in another way. He and his 
commission of labor Kot together and wrote a book, as you will 
remember. If you will read that book you will f nd what a muddle 
was made of the subie<'t. 'Hiey concurred in a report that you can 
not make her.d or tail of. That is not the way to do it. That is not 
the way to find out the facts. 

tind out w^ho does know about Watertown. I suggest that you 
appoint a committee composed, say, of (Jen. Crozier, for one, "Mr. 
Alifas for a second, and Mr. Minor Chipman for a third. Mr. Chipman 
has investigated Watertown Arsenal and probably knows more about 
it than anyone, with the exception of Gen. Crovier. If those three 
men go there, let them inspect the books, the her 1th records, the I)hy- 
eicians' records, and every other record, and get all the facts on record. 

36162—16 7 
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Then let these men sit rround a table and draw up a paper saying: 
"We have found the fc-Uowing facts and f^rce on these condusions. 
On Ihfse things we concur. On the following things we disagree as 
to su( h and such condusions." There may be three different 
reports; there mi j' be two rgtinst one. Whatever they do, they 
bring in a msjority report showing the facts on whi(h they require 
more light anci in re gird to which they tr.ke more time and more 
testimony. Then, let us see If we c£.n not narrow it down, and let 
that commirsion come before the committee; let them state their 
con<lutiions and be cxemined rnd croas-oxrmined, and then let the 
committee put in a majority and minority report. I submit that is 
the sensil le wty to go at the thing ivnd find out the truth. 

Mr. DENISON. Tid you say Mr. Chipman? 
Mr. KENT. Yes. He was emr loycd rs counsel by the laboring 

men. He hf.s not yet reported for the abolition of the stop watch. 
If you can get a mf n who knows that the sto]) watch is an evil thing, 
put him on the committee. 

Mr. DENISON. Could we get him on the committee ? 
Mr. KENT. I think so. 
I want to say something more about the amendment to this bill. 

It is an amendment that cuts away, apparently, half of its poison. 
Instead of prohibiting the stoj5 watch al)solutely it only prohibits 
its use for the puT]'03e of fixing a standard of service. They can 
use the stop watch if it is confinexl to the discoveiy of def>*cts of 
machincn,', the slippage of belts, or the imperfection of materials, 
but you can not use it if it has anything to do with standardizing 
the time of the workmen. 

I have made some experiments myself. We had trouble once in 
the making of bolts. 'I'he trouble was that the same bolts were 
made of difforeiit diameters, so that a shifting of the belts was 
required. We found that it was not a question of the time that it 
would take a man to do this thing. It was a question of combina- 
tion. The time-study man said that it took aU the way from 10 to 
15 minutes to perform a certain oporation. Now, what was the rea- 
son? The belt had to be shifted several times, and sometimes the 
man could do it in 10 seconds, and sometimes it took a minute. The 
man bungled sometimes. Why'^ Ho did bungle, but we found 
that he had a rather loose bolt and belt shifter. Well, the thing to 
do was to put in a good belt and b\lt shifter. Is that a barbarous 
way to do things?    It Is a que>stion of which system is the best. 

Have a man work one day on one system and one day on another 
and find out. If you do that, how are you going to distinguish 
between the man and the machine? If you use the stop watch on 
a man, you say it is criminal. Did I do anything crimmal when I 
investigated in regard to the bolts? Don't you soe how absurd it 
is? Don t you see that it is absurd to try to settle that thing and 
say it is criminal for thus purpose and not for the other purpose? I 
think this bill is utterly vicious and abominable. I hope that the 
committee will postpone legislation. I do not ask them to report 
this bill now. I do say go and investigate the conditions now. We 
have other qu'^stions, much larg.y questions, that should be con- 
sidered now. There is the Mexican question, which deserves a* good 
deal of att<>ntion. There are other questions which should come 
before this one. 



METHOD OF DIRECTING WORK OF GOVERNMENT EMPLOYEES.      99 

Have a committee continue for a year and lot a report be made on 
this question next year, after a scientific investigation of the subject. 

Mr. SMITH. Are you a manufacturer at the prosont timo 'i 
Mr. KENT.  NO, sir; I have wTitten several books on this subject. 
Mr. SMITH. Yes, sir; I have heard of j'oui- works. You have been 

a mechanic? 
Mr. KENT. Not exactly a mechanic. I have been a superintendent 

and a manager. I have done a good deal of work myself, but I did 
not learn a trade. 

Mr. SMITH. You are not in entire sympathy with Mr. Taylor'3 
method of getting facts and figures ? 

Mr. KENT. Absolutely. 
Mr. SMITH. Do you think it was right for him to pick out the best 

men in the country ? 
Mr. KENT. Certainly; the same as we would pick out policemen 

and firemen. 
Mr. SMITH. The same as the men are picked out for the purpose of 

presenting this matter to this committee? 
Mr. KENT. We did not pick them ? 
Mr. SMITH. WeU, you have come here with the finest le^al talent 

in the United States. You have submitted the brief of Mr. Brandeis, 
now a member of the Supreme Court of the United States, or to be, 
and Mr. Emery is one of the most celebrated attorneys in the United 
States. What chance do you think the ordinary individual would 
have in presenting the case you gentlemen have presented here ? 

Mr. KENT. The workmen themselves in the past did ask Mr. Bran- 
deis to present their case. 

Mr. SMITH. Are you in sympathy with Mr. Brandeis's position, as 
expressed in his brief? 

Mr. KENT. I can not remember just now what the brief said. I 
read it very hastily. My impression was favorable at the time I 
read it. 

Mr. SMITH. You think the wages should be fixed by the employer? 
Mr. KENT. Certainly not. 
Mr. SMITH. I thought you said the rate was estimated, and then 

if the operator made more units in a given length of time, it was 
agreed between him and the employer what extra compensation he 
should receive? 

Mr. KENT. That should bo agreed upon with the employer or dis- 
agreed upon, as thev see fit. 

Mr. SMITH. I understood you to say that the workman at first 
should be given so much a day for his day's work. We will say, for 
instance, that he makes 20 units? 

Mr. KENT. Yes, sir. 
Mr. SMITH. And if he makes 21 units the employee should be paid 

according to the same rate that he would get for the 20 units, but the 
employer and he should agree as to what the compensation should be. 
Is that right? 

Mr. KENT. It is a matter of agreement. 
Mr. SMITH. He starts at $2 a day? 
Mr. KENT. I merely took that as the basis that had been paid. 
Mr. SMITH. HOW is that fixed—by the employer or the workman ? 
Mr. KENT. Sometimes by the employer and sometimes by a trade 

union.    It may be fixed in a number of ways.    I referred to a case 
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in a factory where they got $2 a day, and there were 200 pieces,''and 
nobody was satisfied. 

Mr. SMITH. I understood that, but when you say that the day's 
wages are not fixed by the employer  

Mr. KENT (interposing). An employer opens a factory and says, 
"I am going to pay so much a day for workmen." That is the offer 
that he ma^es. 

Mr. SMITH. He fixes that himself? 
Mr. KENT. Yes; but he can not fix that too low. 

'Mr. SMITH. If you w^ill pardon me, I should like to refer to the shoe 
illustration again. Do you think that the piece rate should not con- 
tinue at the same price as is paid for the number of pairs that make 
a day's work ? If he makes in excess of that, should he not be paid 
at the same rate? 

Mr. KENT. I think I have said in my direct testimony that that was 
a matter for agreement, according to the conditions. As I remember 
it, S8 was the price for the eight pairs of shoes, and the question was 
how much should be paid for the ninth pair. 

Mr. SMITH. And you thought it should not bo the relative prices 
paid for the eighth. 

Mr. KENT. I said that the matter could not be determined by U8. 
I said it would be a matter for agreement between the parties, accord- 
ing to the condition of the business. 

Mr. SMITH. Did Mr. Brandeis think it should be the same relative 
rate for the eight pairs ? 

Mr. KENT. I do not remember. I said in my testimony it should 
be anywhere from 50 cents up to $1.50—that is, give a higher rate for 
the excess. If the manager said that ho wanted to use lots of shoes, 
it might pay to pay a higher rate. 

Mr. SMITH. That extra price, whether it is called a bonus or extra 
compensation, has never been standardized by the Taylor system, or 
any other system, has it ? 

Mr. KENT. No, sir. 
Mr. SMITH. And the employers do not agree upon the price that 

should be paid ? 
Mr. KENT. Not only that, but an employer may offer different 

bonuses on different jobs. 
Mr. SMITH. Then, there is no uniform price to pay for the extra 

labor? 
Mr. KENT. The premium should be from 33i per cent up. If you 

offer less than that, it is not enough to stimulate the men. 
Mr. SMITH. A gentleman has very kindly presented me with a copy 

of Mr. Brandeis's brief. It is very interesting. You will find an 
illustration given by Mr. Sumners liere, and also an explanation by 
Mr. Brandeis. The contention seems to be that the extra compensa- 
tion should be the unit of value paid for each pair of shoes based on 
the day's work. This is not at all clear to me, and with the com- 
mittee's permission I should like to read from page 46 of Mr. 
Brandeis's brief.    It reads as follows: 

Mr. BRAMDEIS. Taking this very matter of the piece rate that Commissioner Prouty 
referred to, if a man, for instance, liad been earninp, ordinarily, $2 a day, at a given 
niunl)er of rates representing, p?rhap3, 10 pieces of this work, then, if he makes 11 
piece.', he gets $2.20, and if he makes 12 he makes $2.40, and the like. 
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That was exactly* Mr. Sumner's question, and Mr. Brandois's 
undcrstandirg of it was that the man should not divitle the pay for 
the extra pair of shoes that he makes with the manufacturer. Why 
is that? Because the manufacrurcr's profit for the whole industry 
wrapped up in each individual share of shoes, being just the same for 
the first pfar, the eighth pair, the tenth pair, or the twelfth pair ? 

Let mc call attention to one more thing in ortler to show how 
indefinite they are in their conclusioT'.s about this. I want to call 
attention to the "whcreases," antl the "as it were's." This appears 
on page 47, in answer to a question along the same line. Mr. Gantt 
was on the witness stand and he and Mr. Brandeis were trying to 
get together.    I want to reatl about five lines: 

Mr. BRANIIEIS. That ia, he gpts a piece rate, as it were, after he has reached the new 
standard; then ho gets a piece rate? 

Mr. G.\NTT. In other words, it ia different work for the iin-skilled and for the skilled, 
WTien the man becnmea skilled, becomes practically in the expert class, you might 
say, then we pay him piecework; but we teach him how first. 

I remember when I was a boy at school we came across a lino in 
Virgil that had about five adverbs in it, and nobody could translate 
it. The professor said, "That moans boating around the bush." 
Now, in those five linos which I have just read, I find th(«e phrases; 
"that is"; "in other words"; "as it wore"; and "you might say." 
It seems to me that is pretty indefinite. 

I think any of you who have employed labor can toll just as soon 
as a man picks up a tool whether he is skilled or not. 1 believe a 
great many men who are capable of doing a lot of work in a day 
would not work one day if a man was standing around and holding 
a watch. 

Mr. KENT. Why not i 
Mr. S-MiTH. Well, it affects the nervous system. 
There are a groat many employments tliat this would not apply 

to. I do not kiiow how many men aro working in factories and so 
on, but I can say that so far as agriculture is concerned, we pay our 
men S.3 a day. Tliat refoi-s to common labor. Last summer wo 
wore glad to get thorn at that pri(te. Why 'i Because the cities are 
taking them up, and the opportunities are so great in the citira that 
you can not got them to go to work. I a;n in favor of efficiency. I 
realize that the employers share with the man and are glad to see 
him get along. Ihoy start a man out with a whoe.lbarrow, and after 
a while ho gets to be superintendent. They are glad to see him get 
ahead. 

Now, you have the benefit of skilled counsel—the best in the 
United States. I know that. I know that a good lawyer is one who 
can pre.3ent the good side of any question. 

As to Mr. Taylor's system, if anyone who was im])artial could hear 
some of the remarks that have been made about it they would not be 
so liigldy impressed. They talk about the uicrease of wages under 
the system, and compare labor paid by the day and by the piece. 
If a man makes 10 pieces, and that Ls 2 pieces or 2 units more than 
a day's work, I do not see whey he should not have a relative amount. 
You can not gauge any business by the very exceptional man or the 
high-grade man. 

Mr. KENT. Have you asked me a question or are you making a 
statement ? 
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Mr. SMITH. I just wanted to call attention to what Mr. Brandei» 
asked, to show that they were about the same questions that have 
been asked here. I rrerely wanted to read that from the book to 
show you. The question was whether or not you believed that this 
should be done on a pro rata basis, or whether it should be divided 
up with the manufacturer. 

Mr. KENT. I think I said that \^^as a question af agreement. I 
said that the question as to the division of profit was one to be settled 
by bargaining, and that if the nianufaftiirer was exceedingly anxious 
to get a big product out, because there was a big profit, and was 
wiUmg to pay more than the regular rate, he might pay 81.50 extra 
for the extra pair of shoes. If he did not feel that way about it, and 
thought the profit should be divided, he might say to the man, "I 
will give 50 cents." Then the man might say he wanted a dollar, 
and the employer would say, " Well, I guess I will let you have it." 

Mr. SMiTii. Mr. Brandeis said his idea was that they should be 
paid a uniform rate. 

Mr. EMERY. May I call attention to a slight error hei%? I think 
that the gentleman has mistaken Mr. Brandeis's inquiry for an opinion. 
That seems to me to be an inquiry ratht^r than an opinion, and you 
will notice in the testimony that the witness responds, "That is not 
exactly it." Now, Mr. Brandeis's language appears on page 43, where 
he says: 

It must not be suppased that the introduction of tlie piece-rate gystem is scientific 
management, or even an approach to it. On the contrary, the existence of the piece- 
rate system often proves the prealCHt obstacle to the introduction of Fcicntific man- 
agement. Under scientific manatrfment the increase of wage is coincident with 
reductirn in cost, but under the Erie piece-rate system the increase in wages was 
attended by reduced performance. 

Then he asks Mr. Gantt the question, "Is this what you mean?" 
And the witness responds, "No; that is not exactly it." That is not 
Mr. Brandeis's conclusion. 

Mr. KEATING. The witness's answer to that question was about as 
definite as to the other one. 

Mr. SMITH. Are not the Taylor system and your system opposed to 
piecework ? 

Mr. KENT. Yes, sir. 
Mr. KEATING. Opposed to piecework? 
Mr. KENT. When I made that answer I had in mind the average 

kiml of piece rate, based upon the old-fashioned piece rate. I am 
opposed to that kind of a piece rate, but a piece rate made after in- 
vestigation is an altogether different thing, and that I am in favor of. 
In this book [indicating], which was written two years ago, I stated 
that I was in total svmpathy with labor and said that scientific man- 
agement would not Ibe a success unless it took into consideration, as 
one of the first elements, the satisfaction of the laboring man and the 
improvement of his condition. 

Mr. DENISON. Does the scientific method that you have been 
speaking about in connection with the employment of labor mean an 
application of the principle of the survival of the fittest ? 

Mr. KENT. Yes, sir. 
Mr. DENISON. DO you believe in the absolute application of the 

doctrine of the survival of the fittest ? 
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Mr. KENT. With this modification. When you find a man who is 
unfitted for a particular job, it is the duty of the employer, the city, 
or the community to find a place for that man. He must not be 
thrown out to starve. 

Mr. DENISON. IS not that rfirther a di'eam ? 
Mr. KENT. It must be so eventually. It muat be what we must 

come to. 
Mr. DENISON. Then, in this scientific management, you do apply 

the doctrine of the survival of the fittest ? 
Mr. KENT. TO that extent; yes, sir. 
Mr. DENISON. If the particular employer does not have a job that 

he can give the unfit man, the man must be eliminated ? 
Mr. KENT. I say it is the duty of society—— 
Mr. DENISON (interrupting). I am not talking about the duty of 

society.    It is your duty under the present system to eliminate him. 
Mr. KENT. He is bound to eliminate him, because his competitors 

will force him to do so. 
Mr. DENISON. So that sooner or later other people will have to take 

care of the man who is unfitted for the job'( 
Mr. KENT. He will be able to get a better job, probably. I want 

the committee to find out what does happen to the man who is 
throwTi out; find out what becomes of him.   Get statistics on that. 

Mr. LONDON. The doctrine of the survival of the fittest, in its 
application to human society, means something difTcrent, in your 
mind, than the doctrine of the survival of the fittest in the animal 
world. While in the animal world survival of the fittest means that 
the animal with the stronger claws and stronger teeth will crush the 
weaker animal, it does not mean that in society? 

Mr. KENT. NO. The whole progress of civilization is modifying 
that doctrine of the survival of the fittest so as to ameliorate that 
condition. 

Mr. LONDON. It is a complete misapplication to speak of it as if it 
meant that the weaker must be eliminated from society ? 

Mr. KENT. It does not moan eliminated from society; it means from 
the particular job for which the man is unfitted. 

Mr. LONDON. You would promote vocational education ? 
Mr. KENT. Yes, sir. 
Mr. LONDON. And old-ag& pensions, and all sorts of methods that 

would help every human being to live the life of a man? Let us 
make this clear. All efficiency methods seek to promote efiiciency 
and increase the productivity of labor; is that right? 

Mr. KENT. Yes, sir. 
Mr. LONDON. Mr. Brandeis, who is an advocate of efficiency 

methods in industries, is also" a strong advocate of collective bar- 
gaining between capital and labor, is he not ? 

Mr. KENT. I do not know. 
Mr. LONDON. Well, I do know. In how many shops or industries 

have these efficiency methods been introduced ? 
Mr. KENT. I have not the statistics. I think that Hoxie found 35. 

If you bring the Halsey premium system in and the time study, I 
think they run into the thousands. 

Mr. LONDON. Can you give us some idea as to the proportion of 
these shops in which the principle of collecti^ e bargaining exists ? 
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Mr. KENT. NO, sir; I have never inquired into that. I have heard 
that is the case with the Plimpton Press. 

Mr. LONDON. In dealing with human beings, do you think you can 
introduce a new method in an industry without consulting the men 
who will be. affected by the new method? In other words, when 
you deal with human beings and not with machines, don't vou think 
that in introducing new methods you must consult the wishes of the 
people whom the new methods will affect? 

Mr. KENT. Yes, sir. 
Mr. LONDON. In other words, every efficiency system calculated to 

increase the producti\aty of the men in the factory must involve the 
cooperation of the men themselves? 

Mr. KENT. Yes, sir. 
Mr. LONDON. And in order to attain the full measure of that 

cooperation you must give them an opportunity for collective ex-, 
pression of their wishes. 

Mr. KENT. I don't see that it is at all necessary. I have no objec- 
tion to it, but as to laying it down as a principle, t can not go that far. 

Mr. LONDON. In other words, you would have the employer deal 
with each individual separately. 

Mr. KENT. I think tliat is preferable, but it does not necessarily 
exclude collective bargaining. 

Mr. LONDON. Is it preferable? 
Mr. KENT. It appears to you to be so. It is outside the question 

of a stop watch. 
Mr. LONDON. Let us see if it is outside. You try to obtain greater 

productivity on the part of labor.    That is the object of efficiency. 
Mr. KENT. Productivity on the part of capital, machinery, and 

labor, the whole amount of goods to be distributed to the whole 
community. 

Mr. LONDON. Exactly. But you try to get out of the worker a 
larger pro:luct. 

Mr. KENT. Yes. 
Mr. l^ONDON. In order to obtain a larger product you change the 

conditions of work. 
Mr. KENT. Yes: improve them. 
Mr. LONDON. You improve them. Now in order to obtain these 

improvements vou must have the good will of the men, must you not? 
Mr. KENT. Yes. 
Mr. IX)NDON. Can you obtain the good will of the men if you sup- 

press the effort on the part of the worker to organize ? 
Mr. KENT. I don't understand how  
Mr. IJONDON (interposing). Can you obtain the good will of the 

laborer if you suppress his effort to organize for mutual benefit? 
Mr. KENT. The things seem to mo so different that I can not see 

what connection they have with each other. 
Mr. LONDON. Then the question of collective bargaining has noth- 

ing to do with efficiency methods ? 
Mr. KENT. Not necessarily. 
Mr. LONDON. You spoke of the introduction of the machine, and 

the opposition of organized labor in the pa-st to the introduction of 
the machine, and you gave as an illustration the introduction of the 
linotvp? machine. Do you know that the printers spent $20,000,000 
and one voar in strikes in order to obtain a reduction of hours of 
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tabor after the linotype machine was introduced?   Do you know 
that fact? 

Mr. KENT. Say that again. 
Mr. LONDON. 'Phe printers that were aflFected by the linotype ma- 

chine i.p3nt $20,000,000 and one year in striking in order to obtain a 
reduction in hours of labor after the linotypa machine had been 
introduced. 

Mr. KENT. Where did they get all that money? 
,  Mr.  LONDON. Where  did  tnay get  all  of  that money?   They 
surely worked for it. 
.  Mr. KENT. I am not aware of the fact. 

Mr. LONDON. That is an historical fact. 
The ACTING CHAIRMAN. I helpad to contributo to it,so I know it is 

a fact. 
Mr. LONDON. What I am trying to get at is this, I have no objec- 

tion to the introduction of efficiency methods, nor can anybody else 
have to it. 

Mr. KENT. I am glad to hear you say that. 
Mr. LONDON. Because an efficiency method means using the best 

tools, the best methods of production, the beat materials, and the best 
available data. It is scientific in the sense that it gathers together 
scattered bits of knowledge and systematizes knowleoge. It is scien- 
tific in that sense, but tne objection that comes from the working 
people, and that is what you scientific people should gi-apple with— 
the objection that comes from the working people is this; That just 
as machines were introduced without regard to the effect the intro- 
duction of machinery would have upon labor, just so are efiiciency 
methods being introduced by scientific exjjcrts without any regard to 
what effect it will have upon labor, and isn't that the most iraportat 
question that the scientific man should handle ? 

Mr. KENT. I rather think it is. 
Mr. LONDON. Well then, now the right of collective bargaining 

being one of the elementary rights of the working people, can not be 
disregarded when you deal with the introduction of new methods of 
efficiency. 

Mr. KENT. I didn't get that. 
, Mr. LONDON. The right of the working people to organize and to 
introduce the principle of collective bargainuig can not be disregarded 
by the scientific expert who seeks to introduce modern efficiency 
methods.    Do you get that question ? 

Mr. KENT. Can not be disregarded if he is brought up against that 
question. 

Mr. LONDON. Aren't we up against it all the time? 
Mr. KENT. In a great many industries we are not, I do not think. 
Mr. LONDON. YOU mean wnere labor is not intelligent enough to 

organize ? 
Mr. KENT. Not intelligent enough to organize? 
Mr. LONDON. In those districts where labor is not intelligent 

enough to organize you are not up against it ? 
Mr. KENT. It may be lack of intelligence, or it may be being 

9Htisfied without the organization. They are getting pay higher than 
the wiion pays and are well treated. Tliey would nave no benefit 
in organization. 
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Mr. LONDON. Your study of political economy for the last 40 yeanr 
leads yoti to the opinion that in those industries where workers aw 
not organized the hcst conditions ohtain ? 

Mr. KENT. In many of them. But I am willing to say that the 
unions have done a groat deal of good in calling people's attention' 
to the lack of proper facilities and the unhenlthful conditions and long: 
hours, and are doing good in improving conditions and educating^ 
manufacturers UD to doing the same thing. 

Mr. LONDON. Isn't the contrary the fact, that better conditions 
prevail in those industries where workers have organized 1 

Mr. KENT. I think that the best conditions in some industries are 
found in unorganized industries. 

Mr. LONDON. Will you name for us some of these industries! 
Mr. KENT. Yes; Mr. Feriss' factory; it is unorganized. 
Mr. LONDON. That is a factory. Will you please give me the name 

of one industry where the condition of the workers is ideal or iff 
better than in organized industries ? 

Mr. KENT. Why, they are good in both of them. 
Mr. LONDON. But name an industry in which the workers are not 

organized, and in which better conditions prevail than in organized 
industries. 

Mr. KENT. I can not do that, because in some of the organized 
industries ideal conditions prevail, and they can't have anything 
better. 

Mr. LONDON. Then you can not name a single industry in which 
the workers are not organized and where better conditions prevail 
than in organized industries? 

Mr. KENT. Not bettor; no. 
Mr. LONDON. Or as good? 
Mr. KJ:NT. I think as good in some. 
Mr. LONDON. Where are those now? 
Mr. KENT. The Yale & Towne industry is not organized. 
Mr. Ix)NDON. That is the name of a company. I am speaking of* 

an industry. You have studied political economy for 40 years. 
Well, the study of political economy necessarily involves the study 
of the condition of the working people; is it not so? 

Mr. KENT. The subject of political oconcmy is so vast that no 
living man can comprehend it all. 

Mr. LONDON. I know, but it involves a study of the condition of 
working people? 

Mr. KENT. YOS. 
Mr. LONDON. Can you name one industry in which the workers are- 

organized, and in which conditions are not good? 
Mr. KENT. In which the workers are organized and in which the 

conditions are not good ? 
Mr. LONDON. Yes. 
Mr. KENT. I believe all industries are organized. 
Mr. IJONDON. But you mean to say that there are some individual 

factories in which conditions are superior to those demanded by^ 
organized labor? 

Mr. KENT. I did not say that. I said that some of the factorieff 
under organized labor are ideal and therefore there can't be anything 
superior. 
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Ml". LONDON. But there are some individual shops where the work- 
ers do not enjoy the benefits of organization, but enjoy good economic 
conditions ? 

Mr. KENT. Yes. 
Mr. LONDON. Individual instances ? 
Mr. KENT. Yes. 
Mr. NoL.\N. I would like to ask one question. Do you know of 

your own knowledge whether it is true that the employer consults 
his employers regarding the price to be paid for the day's work, and 
the price to be paid for the bonus and premium, after that day's work 
is performed under the various scientific management systems '* 

Mr. KENT. Yes, it is frequently done, it is a matter of bargain be- 
tween employer and employee. 

Mr. NOLAN. Isn't it a fact that investigation proves that the pro- 
ftonents of scientific management claim that there is not any necessity 
or any bargaining between the employer and the employee, because 

their system determines the price ? 
Mr. l^ENT. I have seen no siich statement. 
Mr. LONDON. Well, it has been frequently stated here that there 

was no necessity for it, that the very element of scientific manage- 
ment prevented the necessity of taking into consideration the worker 
at all, that they study it from a scientific basis and fix the rate. 

Mr. KENT. I think you must have mistaken the testimonv. I 
would like to have you show me any testimony that has been offered 
of that kind. 

Mr. NOLAN. We have had it here in some of the hearings, and it is 
in some of the books, that the individual has no concern in the fixing 
of the price.    The time study method and the system fixes the price. 

Mr. KENT. I wish you would give me some literature on the sub- 
f'ect. I have never seen such a statement and do not believe that is a 
act. 

Mr. NOLAN. That is exactly the information that has been given to 
this committee from time to time, time and again in the Sixty-third 
Congress. What opportunity is there for an individual under this 
system to have any say?   The employer arbitrarily fixes the'price. 

Mr. KENT. Why, there is every opportunity. "The man is brought 
into consultation. 

Mr. NOLAN. Take the testimony of Mr. Dunlap last night on the 
proposition of the eight pairs of shoes. Who determined that propo- 
sition ? 

Mr. KENT. AS I said in my testimony, it would bo determined by 
bargaining as to how much he should get, whether 50 cents or a dollar 
or a dollar and a half 

Mr. NOLAN. But you don't know of any instances where any com- 
pany in this country makes a practice of consulting their employees 
regarding the price ? 

Mr. KENT. Yes. 
Mr. NOLAN. What concern ? 
Mr. KENT. I have done it myself, and I believe Mr. Feiss is doing 

it all the time. 
Mr. NOLAN. He consults his employees regarding the bonus to be 

paid? 
Mr. KENT. Yes. 
Mr. NOLAN. IS that the common practice? 
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Mr. KENT. My impression is that it is, that these matters are 
bargainod. 

Mr. NOLAN. But you don't know? 
Mr. KENT. NO, not of my own knowledge. 
Mr. NOLAN. I have only one other question to ask. 1 am §oing to 

ask you, Mr. Kent—you fiave.been here during all these hearings? 
Mr. KENT. I came yesterday morning. 
Mr. NOLAN. From your experience hero, does it not occur that the 

efficiency engineers should got together and systematize their varioua 
methods so that they can agree on some method to be used in their 
profession ? 

Mr. KENT. They arc getting together. 
Mr. NOLAN. Don't you think that from vour experience here there 

ought to bo efficiency applied to them and to their raothods? 
Mr. KENT. And to every department of lunnnn investigation, in- 

cluding Congress. 
Mr. NOLAN. I agree with you on Congress. 

STATEMENT   OF   RICHAED   A.   FEISS,   MANUFACTURER   OF 
YOUNG MEN'S CLOTHING. CLEVELAND, OHIO. 

Mr. FELSS. The time being limited, I will try to limit myself to a 
few points that liave come to my attention during this discussion. 
I had the idea of bringing forth more voluminous facts and statistics 
on the effect of time study, especially as that seems to bo the bone of 
contention. 

It is very natural that time study should be the bone of contention, 
but it is the tiling that is most lik?ly to be misunderstood by the 
layman and others and it is the thing that has been at times abused. 
I will bo candid about it. 

In this connection, however, 1 want to point out that not only 
time study, which is a means for investigation, but any other ^ood 
that man has devised has been abused. I read of a case not long 
ago of a man murdering a woman with a hammer. Sliall we there- 
fore abolish hammers throughout the coinitry i We know that 
chemistry has devised a moans of concocting prescriptions that are 
poisons.    But shall we abolish chemistry because it has been abused ? 

Now many of the principles of scientific management are now. 
Scientific management is a developing science. But shall we nip it 
in the bud because like every new science that was evar created it 
has been used by the unscrupulous and by those who do not under- 
stand for purposes which it was never contemplated it would be 
used for, and for purposes which have no moral or other good ? 

Now 1 want to make particular note of some things which were men- 
tioned here yesterday, the part quoted from the Hoxey report of the 
Industrial Relations Commission. I want to correct some raisunder-. 
standings. At the time that appeared, Mr. Hoxey wrote me saying 
that the extract in the report of the Industrial Relations Commission 
did not represent his worlc, or the work of his committee, and there- 
fore ho was getting out a book that is now published by Appleton & 
Co. I want to quote a little from some of the things wo know, that is 
some of the results that are obtained, and give a little better explana- 
tion of what time study bonus and other methods are. 
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For this matter, it may interest you to know that I am myself a 
practical man, and know my trade, that of clothing maker, and spent 
some years at making pants. Now when we started a certain amount 
of responsibility was put upon my shouldere, to develop a thing for 
which we had always stood in that community, and upon which our 
good name and the good name of any man depends, the method of 
deahng with other human beings that we come m contact with. Our 
firm has for three generations stood forth not only for an average, but 
perhaps for a little better than some of its noighboi-s. We know that 
all men, workmen, men in the office, and managera, are about the 
same. Mr. Taylor said once that the damned fools were not limited 
to anj^ one calling or profession, but are about equal all through. 

We found, however, that as our responsibility grow, the manage- 
ment had an active responsibility, and that rtsponsibility entailed 
with it the imparting of certain knowleilgo to others who had not ar- 
rived at that stage of responsibility. Our whole orgiiuization was 
based upon that proposition, and therefore simply from the point of 
view of paying better dividends to a man or woman at the machine, 
as well as the man in the office, and the man who handled the finances, 
and the man who ultimately purchased our wares, we were interested 
in getting together, because it meant both individual effort and the 
efforts of a large group, whether you consider those within the factt)ry 
or those without the large group. In order that those efforts shal' be 
for the mutual benefit, you have to cooperate all along the line. 

In order that we might bettor cooperate with our workers and in 
order that we might put part of the responsibility on their shoulders, 
and in order to turn out the best possiole product of the right kind, 
wo had to develop a great number of metnods, and we had to put 
science into it. During this period of development, not a man in 
our organization over heard of Mi'. Taylor or his system. We were 
forced to devise methods of routing work. Howl By scientific 
investigation and the use of every possible instrument that that 
investigation could bring for its purposes, and in most every case we 
had to use some kind ot time measuring device, and you can't get away 
from that. Absolutely, your services are measured in time. Your 
salaries, my salaiy, whatever we do in life, is measured in time, and 
the more accurately wo can measiu'o the time, the more wo are getting 
down to brass tacks. It is not a theory. We are forced ii use a time 
measuring instrument, because our employees insisted when it came 
to the question of paying, on knowing what was the time coasumed. 
I don't care whether you pay piece rate, day rate, or anything else, 
you have got to have the element of time. There is not a man living 
who can tell you that a yard of goods produces so much. What you 
buy is effort of a definite period of time. That is what you pay for. 
The reward is for tno time spent, and the kind of effort. You can't 
get away from it, no matter what your system is. 

That gets me down to the system. There was a misundei-standing 
about the eight pairs of shoes. A critical question was asked of a 
case that can not exist. It was asked in good faith, but the way 
that question was asked it could not be answered, because it depends 
upon the.exact form of additional effort that you intend to pay for, 
bonus or scientific piece rates. A scientific piece rate has been 
adopted by our shop, which is a combination of bonus and piece 
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rates, a difforontiatod piece rate, and I have studied every system 
that I could got my hands on in order to get methods adapted to our 
business, which is a complicated industry. I found many organiza- 
tions employing four different ways of paying. 

The essential thing about scientific management is this, giving a 
rate that is satisfactory to everyone concerned, so that you will have 
cooperation and additional effort, which is chiefly effort of the will, 
and with that cooperation you will have accomplishment, and that 
is what you are after. You should judge from the results, from what 
you accomplish, and a large reward should be given for accomplish- 
ment. That is the whole principle of the matter. It doesn't make 
any difference whether you pay it by bonus or what. The bonus, 
roughly speaking, in tlie layman's language—you can catch me up 
on some technicalities, because if I was gomg to explain it in all its 
details it would take mo more than an hour to do so. But the idea 
simply is this, that wo have dotcnnined, by taking into consideration 
the facts of actual improvem2nt, what the best waj' to do a thing is, 
and have trained men to do it that way. Whenever he reaches that 
stanrlard which a thoroughly well-trained man by methods that have 
been ascertained by stop-watch aiid other modes of investigation— 
whon he has actually reached that standard means of perfonnanco 
which a man properly trained can roach all th.i time that he works 
and thrive on it, that is fixed as the standard. Those are Mr. 
Taylor's words, "Thrive under it." You understand, and wh3n you 
do that, than he is entitled to some kind of reward. 

The bonu<» system is one of the best systems going, although we 
do not use it any more. I will tell you why it is, because no matter 
what you and your workc^rs ultimately aim at—our workers were 
flimi ig <it some form of piecework, and we joined the method of the 
bonus system with piecework. A bonus is one of the fairest means 
ever deviwd in rewarding. For instance, here you start with a 
worker, who i^ getting $2 a day, we wU a.ssume. It does not make 
any diff'>rence now much he produces. One man said 8 pairs of 
shoes. You say you can turn out 10. We say if you can turn out 10 
we will give you ^2.50, or, say, $S, I don't care what bonus. And the 
reason that this thing has not been a great subject of bargaining is 
that it ii always the attempt under scientific management where I 
have seen it to make it so large that it is bej'ond the expectation of 
the worker. Wh^n we first gave out our advanced rate and got our 
employees to say if it was satisfactory to them, they said it was more 
than satisfactory, and some said it was more than the job was worth. 
Porh'^ps so, but it was worth all that to us, and that is the idea of 
this bonus. 

Now, you can easily argue—though that is aside from the fact 
and spirit of the thing—"Well, now, that man gets $2.50 for 10 
p irs and only gets $2 for 9." You have, as a matter of fact, 
through your own efforts, through your own study, and through 
your own i ivestisration, and your own tremendous expense of 
money as well as effort, found out a way by which you have increased 
his p ly without adding one ounce of additional energy to him. In 
most cases you have reduced the energy applied. As a matter of 
f *ct, if you are going to get cold justice you are in most cases prac- 
ticvlly entitled to fill of the difference.    There is no inducement to 
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advance if you don't get a share. Now, you see I am going to give 
the workman a liberal share in order to get from the worker a liberal 
cooperation. It is psychological, and it has the effect of producing 
good feeling, and that is the most valuable thing you can buy, if 
you get it in a fair way.    That is scientific management, too. 

That is the bonus system, and that is the way the confusion arose, 
because there is a technical difference between the bonus and dif- 
ferent forms of premium in ^L•. Thompson's mind, and he wanted 
to explain that to you. It doesn't make any difference what we pay, 
it is tne question of how much more we are getting out of it. 

I want to take up the story of our organization in our forces when 
the first suggestions came from our workers to use the watch. We 
^pent years in making investigations of operations in the cloth- 
ing industries. There are probably some 4,000 different opera- 
tions on garments. I do not mean that we split our work up into 
that many operations, but I mean what is technically known as an 
operation. I will touch on the question of specializing rignt there. 
Wherever a worker capable of expert work is devoting half his time 
to work that can be done by some one less expert, it is a crime to 
keep him wasting his time on loss expert work. When we made our 
scientific investigations, we had some 175 or 200 operations, and we 
still have them, but we subdivided many of them, and we also added 
many to units that would practically make a whole unit so that the 
worker could see the accomplishment of an idea, a single thing, and 
still exercise the class of skill he was best capable of. It was after 
years of working along that line that I happened incidentally to hap- 
pen across one of Mr. Taylor's works, which led to a great personal 
friendship between us. No expert service haa ever been employed in 
our plant, except a httle technical advice by the management, and so 
on, but not to do the work in our plant, and it has been worked out 
by U3 with the assistance of everyone of our 800 workers. 

I want to get back of this criticism, of driving, of fast work. Let a 
not be mealy about it. The object we have is to got the worker to 
work at his highest capacity and thrive under it. Do not fool 
yourselves. You don t with your own work, and you yourselves 
don t do any less work, any less piecework than you can stand, and 
that is what Mr. Taj-lor said, Mr. Duidap to the contrary notwith- 
standing. Mr. Taylor s statements were not fortunate before this 
committee at one time, ^liethcr a man can stand up under the 
tests or not is a question of educational training. That is what we 
are giving them. That is what time study is doing. That is what 
the teacher does in the school. That is where it is copied from. 
They set a task to the child based on the time it wiU take, the same 
as you put a boy to chopping wood. You say, "Chop that wood. ' 
That is without management, and it won t bo done in a hurry. But 
you say to him, "Now \'ou chop this wood, this pile of wood, and 
when you get through you will get 50 cents and a chance to go 
swimming.' You wdl then see the chips fly. That is what we say 
to our workers. We assign an hourly task, and beyond that for the 
group we set a task that is to be gotten out for the day, and then they 
can go home, and the average time of going home in our plant is at 
2 to 3 o'clock. Our workers work about seven hours a day, not 
because of legislation, but because by the stop-watch we have shown 
them how to save time. 
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I am personally willing to pay the expenses of any committee to 
come and see the finest hody of workers that you ever saw. The 
result achieved is the result of scientific management and stop-watch 
work. One of the girls came into our office and complained necauso 
she had not had a stop watch put on her for six months. The week 
before I came here I had two conferences within two days, one with 
a group of 9 and one with a group of 40 workers. The question was 
with regard to fixing something up with regard to their tasks. They 
asked if I wouldn t have the time-study man of the research depart- 
ment come out there and restudy some elements of their work. 
We want to talk turkey and that is the kind of turkey which we 
talked. Mr. Taylor said it was the best example of scientific man- 
agement in the country, and our people will not talk on what is a 
fair task unles.^ we show them stop-watch records as to results. 
I could show you fifty-odd letters of workers in our factory showing 
what they think in regard to our methods and some of trie results 
achieved. 

Mr. EMERY. Would you care to have those letters turned over to 
you, Mr. Chairman? 

The ACTING CHAIRMAN. If they do not occupy too much space, we 
would like to have them in the record. 

Mr. FEISS. YOU ara p irfeotly welcome to them. They were gotten 
by our employment department. The woman in charge of the em- 
ployment department makes a statement concerning them. 

Mr. SuMNERS. I would just like to ask one question: How do you 
use the stopi watch when you corns in to examine a group ? 

Mr. FEISS. I will t?,ll you how we use the stop watch. Mr. Smith 
said he would get nsrvous if a watch were put on him. Every human 
being is a little difft^rent from another. Some when you watch them 
become nervous. Now, we can't put people like that under'observa- 
tion, but we have had instances where we were very anxious to get 
record-* of people, and we have had them observe themselves and got 
p.^rfv^ctly good records that way. We use several methods. We use 
the regular stop watoh, which has been devised by Mr. Thompson 
here, split into one one-hundredths of a minute, as it is easier to 
reckon by tenths and hundredths of a minute. We try to observe a 
good portion of the operators over a long period of time in order to 
Set the wholj story of time study. We make surveys and have 

avelopid a research department capable of using the time studv) 
and wv! developsd a method of taking time studies to cover the whole 
gamut of obstacl&s that come in any operation. Then we make an 
obssrvation of the entire factory, working up over the factory, taking 
the more competent, not the most competent, the steady workers 
always. You know steadiness is the thing that you are after. The 
operator that does a whole lot one hour and in another hour doesn't 
do much is not the competent one. The steady one is the most com- 
petent operator, and working with them by means of our instructors— 
and our instructors are not superintendents. Our instructors are the 
most skilled people, who have not only skill plus the ability to teach 
others, but whose business is only to teach. They have no productive 
responsibility at all. These instructors work out the best methods, 
of course always getting ideas from anyone we can, from the worker, 
the foreman, or the superintendents, etc. 
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Now, we get a set of studies. Then we must work toward a 
standardization of that job. We must agree on a certain method of 
doing it, a certain tool to use, a certain speed to run that machine, 
certain leatures as to needle attachments, etc. All are standardized 
and are furnished to the worker, and it is only possible to standardize 
bv seeing what effect it has on operating time. If you observe him 
all day and see that it tires him by the afternoon, you have got the 
wrong motion, or the wrong tool. We follow up by means of an 
automatic instrument that makes records of all their timas. 

Mr. SuMNERS. May I ask  
Mr. FEISS (interposing). I just want to finish that. After we have 

done that over a period of 10 months, after our final observation of 
the thing, we have a tremendous amount of available data which we 
cross index and check, because enormous elements in one are pro- 
duced in another operation. But we don't use those for setting 
rates. Get that in the record. We use that to standardize condi- 
tions and to compile instructions in order that we can train our 
workmen. Then, after thev have gone through a certain process of 
training we restudy the whole thing, covering the same and other 
points, and if they check up with former operations and we get similar 
results, from 18 months to 2 vears afterwards, without going into 
technical detail, then we establish a basis for setting what the task 
shall be. The sotting of a task and the rate are different things. 
The time study department has nothing to do with the rates. Our 
firm adds 25 per cent to what is agreed to as a reward for reaching a 
task. But that is an actual observation. It is a scientific study. 
All so-caUed time study is not scientific. All so-called chemistry is 
not scientific. I have had a long session with fakes in psychology, 
but psychology is a science, and so is management, and time study, 
and time measuring, and it is a science for which the workers will not 
only benefit, but which ho will cry for once he knows what it is. It 
is tne best science that has ever come into existence for the benefit of 
the workman. Most of the questions of lack of cooperation and dis- 
pute have been based upon arguments between workmen and 
employers as to what is a fair day's pay, what is a day's work, an 
hour's work, and Mr. Smith, to the contrary notwithstanding, very 
few workmen are able to tell what it is. Our experience was that the 
most skilled workmen had the least idea of what their real ability was 
and the employers have less.    That is the truth. 

Now, when vou can get a scientist to make a record he doesn't make 
any guess. lie records facts. Here is the performance of the work- 
man, a performance that is done continuously all the time, that can 
be repeated by the same or similar workers. 

Now, in the application of time study to rates, that is something 
that has an interest.    Do you want to ask me another question ? 

Mr. SvMNEUS. I was going to ask j'ou this question, though I think 
you have answered it pretty clearly. I was going to ask you how 
much of the increased efficiency in your shop comes from the increase 
in the skill of the operator, and how much comes from the improve- 
ment of the tools and the conditions under which he works? 
,   Mr. FEISS. I am going into detail riglit now. 

36162—16 8 
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I was explaining in reference to time studies what we do with 
time studies in fixing rates. It is a principle laid down bv Mr. 
Taylor  

The AciiXG Cn.viiiMAX. May I suggest this to the witness—I do 
it in the friendliest possible fashion—the committee is considering a 
bill which has to do with operations in Government workshops, and 
as to the regulations of tnose operations. Plas the witness any 
knowledge as to how the so-called management is conducted in Gov- 
ernment workshops? As the chair has understood this discussion, 
almost every gentleman who has testified has given his own idea as 
to just how scientific management should be applied, as to the various 
methods of enforcing scientific management. I do not think there 
is any dispute among the members of the committee, or among the 
friends or the opponents of the bill, about the desirability of stand- 
ardizing or systematizing labor, or regulating workshops, and all that. 
But we are considering particidarly the situation m Government 
shops, and personally I would hke to get hght on that subject. 

Mr. FEISS. I wall get right to that, Mr. Chairman, vnth illustrations 
from practical knowledge as to just how those things are. I wanted 
to explain something about time study, because I felt that the rea- 
son that time study was made the subject of this legislation was a 
misimderstanding of what time study is and how it is applied. It 
will take only a few minutes to finish that part of it. 

The ACTING CHAIRMAN. Yes; this is but a suggestion. 
Mr. FEISS. I may seem a little far afield, but I am coming right 

back. The idea in time study, as I want to explain, and as is under- 
stood in the Watertown Arsenal and other Government shops where 
applied, is not in taking this record of performance especially, which 
it 18 perfectly possible lor workmen to reach, but it is a part of the 
science also of standardizing the amount to allow on this perfonnance 
for fatigue and delays of different nature. Now, in the standardiza- 
tion for fatigue allowances and delay, I notice it was quoted that 
Mr. Hoxey reported that he found no study list. That is not true. 
Mr. Hoxey spent a great deal of time in our organization in looking 
over our fatigue studies and was surprised at the results, which 
showed that the individual, left to his own effort, under scientific 
management and tune study, did not grow more tired as the day 
grew long, but his productivity increased without any incentive. 

Now, this is an important fact, for in every organization for time 
study the amounts for allowances are made from actual past per- 
formances before any standard of performance is given to a work- 
man, and those are not only liberal, but it is in practice in the engi- 
neering profession to allow not only things that are actually deter- 
mined, and allow not only for fatigue accordinj^ to the nature of the 
work, but also another factor, which I mil cafl, for lack of a better 
name, a factor of safety, all of which is given credit, thrown in for 
the benefit of the worker. 

Our workers—and I want to emphasize this—imder this system 
have been working now a number of years, have been serving under 
this system, and tnoy would bo cidlod high-speed workers. 

The ACTING CH.-VIRMAN. The three bells indicates that there is a 
call of the House. As this committee is sitting without permission" 
of the House, it will be necessary to go on the floor and answer to 
our names. 
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Mr. FEISS. I have about 10 minutes more. 
The ACTING CHAIRMAN. It will be all riglit if you can finish in 

time. 
Mr. NOLAN. WiU you allow me a question here? I just want you 

to state to the committee how those letters were secured that vou 
referred to, inasmuch as they are going into tlio record. I under- 
stand that you are going to suomit tnem. If they are going to be put 
in, how were they secured? 

Mr. FEISS. I was talking to our employment and service depart- 
ment superintendent, a young woman, about the question of time 
study and expressed the wish that we have some statements of some 
of our workers. She said she was going to ask them if they woidd 
not be interested in writing me and she did ask them to write some 
letters, about 10 or 20 young girls, how they liked the methods under 
which they were worlang, and if they liked the methods all right. 
Every one of them not only gleefully but with enthusiasm responded, 
and she obtained twice as many letters as she asked for, imd she has 
attached a statement. She had them rwopied, spelling and all. 
She has in her possession the original copies. Each letter is sworn to 
by a notary puolic as being a copy of the original on file and here is 
also her statement.    I would like to include that with the letters. 

Tlio ACTING CHAIRMAN. They will be inserted hi the record at tliis 
point. 

(The letters follow:) 
MARCH 28, 1916. 

Mr. W. HERMAN GREUL, 
Eleventh and Twenty-sixth Avenue, New York, N. Y. 

DEAR SIR: Having heard from Mr. Feisa that a bill to abolish time study in con- 
nection with Government work is soon to be brought up in Congress, I wish to subniit 
aomc letters which our employees have written in reference to this system in our 
factory. Not only was everj' letter inclosed written willingly, but the writer was 
enthusiastic about our pres<>ut method of working and the substitution of accurate 
knowledge for guesswork. The letters are without exception written by people who 
have been in the employ of this firm a suinciont number of years to entitle them to a 
fair and competent opinion on the subject of time-study work, aa they have worked 
under both the old systf/m and the new.    I was not only pleased but very much sur- 
{)rised to find that every person I asked responded eagerly to my suggestion that a 
etter be written expressing a frank opinion of time-study work. Every person who 

was asked to write a letter did so, and every letter is being forwarded to you. In some 
cas-^a letters were voluntarily brought in to mo without any suggestion on my part, 
with the request that I make use of them. I am confident that I could obtain num- 
bers of such letters if you care for more proof of the opinion of our people on time-study 
work. You will notice that the style of some of the letters is very informal. This la 
accounted for by the fact that I told the writers to express themselves in any form they 
choBo. Incidentally, I hope you will notice the command of no mean vocabulary in 
some of the letters. We are very proud of the intelligence of our people, a.nd call 
attention to the fact that scientific management not only furnishes incentive but 
also gives them time to improve their minds. 

If I may express a p'^rsonal opinion on the effect of scientific management on the 
lives of workers, I would like to say that I think there is no comparison between the 
conditions in an establishment where time study has been scientifically made and 
intelligantly applied and a place where slipshocl methods prevail. Before entering 
this organization three years ago, I was for two years placement secretary in the Boston 
Trade School for Girls. My work in that capacity took me into a number of garment 
factories. The memory of the disputes and constant friction and the consequent 
nervousness and ill health which arose from haphazard mcthodsare still fresh in my 
memory. I can not be too enthusiastic about the new method which means fairness 
and justice to all as well as shorttT hours and better wages. 

Our records of the health of our employees and our daily evidence of their happiness 
and well-being convince me that one who is familiar with the facta would not consider 
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aboliahing time study but would rather consider making it compulsory as a further 
means of protecting the worker against injustice and exploitation. 

Verj' sincerely, yours, 
MARY BARNETT GILSON, 

flemice Superintendent. 

3458 EAST FIBTY-SECOND STREET. 

Having the experience of working in a factory where they have time-study system, 
I would like to explain the difference between this system and the guesswork system. 

I've worked in a place where they have guesswork, and it seems that a factory that 
make all the guesses do not have their employees work together, and can not get their 
daily task out as desired. There are more people on one operation than is necessary, 
and one operator may be turning out more work for less money, while another may be 
turning out less work for more money. At present I am working at the Joseph & 
Feiss Co., where the time-study system is of great value to both employees and em- 
ployers. Each operation was timed by a little watch for hours and the price was set 
according to the operator's hourly average. 

The factory is divided into sections. Each section has a production board, and a 
daily task is set for each operation, so when the group of girls come in the morning, 
they hurry along to reach their hourly standard, and in a few hours the amount is more 
than if the operators worked all day. We all work together, and the time-study 
system makes the factory run smoothly. 

ANNA LIU. 

3817 CARLYLE AVENUE, 
Cleveland, Ohio. March 27, 1916. 

To whom it may concern: 
Having worked at two places, at one two years, at the other nine years, under old 

management and long hours; but I am working at the Joseph & ]• eiss Co. three years 
in September, under scientific management, and to my knowledge is far better in 
workiiig shorter hours because under that system the operators are kept busy every 
moment of the day. 

It is the ambition of every operator to work herself up to a high-class operation. An 
inefficient operator is kept tract of every hour by the production foreman up to the 
time that he or she reaches her hourly task. 

There are several factories they think tliat an operator can turn out more work than 
they do, which I do think is entirely wrong; therefore a time study is taken here to 
find out how much an operator can turn out per hour. 

Then how many operators is needed on the operation to turn out their task per day? 
The class that I am working in, 35-28 class. The operator's hourly task is 33 per 
hour, which in earning is 36 cents per hour. This is the minimum of this class 
operation. 

MATHILDE BBCKMAN. 

1866 WEST FORTY-EIGHTH STREET, 
Cleveland, March 27, 1916. 

DEAR SIR: I vish to say something in regard to our time system in our factory; 
this time system means we have a man who times the girls by the hour and he sees 
that each operation turns out their average each hour. 1 am fully satisfied with this 
system, as il is a good idea to get through with the work and gives us girls more leisure 
time to ourselves at home. I must say we have one of the finest-kept faf-tories in 
the city; it is strictly sanitarv; all visitors are welcome to come and see our factory; 
there is always a person to show them through and explain the work to them. We 
have all kinds of amusements for ourselves. I remain. 

Most respectfully, yours, 
NELLIE CARLIN. 

•tUit) CLAUK AVENUE, 
Cleielatid, Ohio. March ^8, 1916. 

I wish to say a few things about the Joseph & Fei.'s Co. I think the time study is 
a good thing—to know how much a eirl can turn out in a certain time. A time-study 
man ha« made a fair study how much a girl can turn out every hour, which is more 
interesting then when people gue.ss how tmich you < an do.    lC\ery morning each sec- 
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tion ha« a task to turn out, and after that is made tiien we can go home; and sometimes 
its early and sometimes its a little later, according to what the task is each day. 

Then we have the different games—bai<eball. captjin ball, and many other things. 
Every Tuewlav we have dancing after lunch, and then Fridays after work we have 
dancing, which 1 think is ver>' nice. We have a choral club here every Friday in 
which we have about 2IK) members singing, which is \ery nice. Then thorp are 
many other different things. 

Yours, truly. 
WlLIIELMINA   KOKDELKA. 

CLKVELAND, OHIO, 
4ill6 WkilJiian Avenue. 

DEAR FRIEND: I received you letter; you seemed very anxious to know what posi- 
tion I hold now.    Well, I work for the Joseph <Sc Feise ('o.    It is a very large tailoring 
concern.    All operations in the factory are timed by a time watch.    They can tell 
how many girls should be on an operation in order to get the work out.    My operation 
is seaming linings.    Our standard is 24 five-seamed sack coat facings or 15 overcoats 
facings an hour.   When we get our task out we go home; this means shorter hours and 
better wages than in factories where they have no time study.    We know just how 
many we are expected to make; wo don't have to guess, like other people who do not 
use the time study. 

Yours, truly, 
MAROAKET JONES. 

3141 WK.ST FORTIETH STREET. 

DEAR FRIEND: Have a few moments to spare; thought of writing to you about the 
place where 1 work. In the morning when we start to work we get a task of about 
1,200 or 1,300, and then we hurrj' and fiuisli the task so we can go home early. If we 
have no work, we tell the foreman and he signs our slip so we can go to the office and 
aak if they have anything for us to do, and if they haven't anjlhing for us we can go 
home. At noon hour the girls play captain ball, and it so much fun to watch them 
play. But in summer it is still better, because we can go outside and play. Am work- 
ing at Joseph & Feias Vo. five years and I think there's no better idace to work. The 
ladies have a large dining room which is kei)t neat and clean. Have no more time to 
write, so will close. I ri'inaiii 

Your friend, 
EDNA EIONKB. 

3284 WEST FIFTIETH STREET. 

DEAR EMMA: I thought vou would like to know something about the factory where 
1 am working. Every girl knows how much she can turn out every hour of the day, 
and this means different people are not guessing all the time what you can turn out. 
I think our factory is the best in the world, and we play baseball and captain ball every 
day. 

LILLIAN MELDA. 

3608 SACKETT AVENUE, 
March 27, 1916. 

To the JOSEPH & PEISS (\>.: Have been working in the Joseph & Fciss Co. for five 
y^ears and sure have seen its development in scientific management. For instance, the 
time study, which is taken by a stop watch showing how much work eaih indiviilual 
can turn out every hour, allowing a portion of time for getting work and things needed. 
The price is then set acc-ordingly. Also, when there is no work, we are sent to our 
recreation room for an hour or half hour, until work is ready. Tliis time is then 
deducted from our slips at tlie end of the day, this showing only the hours that we had 
work. A few years ago we used to wait for our work at our machines, then at the end 
of the day mark eight or nine hours on our slips and only work five or six hours a day, 
never knowing how much work could be done, or what price was correct. This study 
sure is great help to us, showing us plain facts, and proven to be such; also placing our 
work in order most ctjnvenient for us and the operator to take the work from us. Fold- 
ing our work a certain way, putting it in a certain place; these are things that are 
studied and found to be great help to the operator. Also each machine is numbered, 
ao repair machinists waste no time looking for the same. 
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We also are given a task everv day, thus keeping the department balanced. Thin 
task is set according to ths work between operations. These are only a few of the many 
facts which have been proven to be wonderful in scientific management. .\nd this 
place—it is grand to work in this factory. 

MARIE FIAIJV. 

4312 WooDBRiDOE AVENUE, 
Cleveland, Ohio, March 28, 1916. 

l)EAit I'"RIEND.'!: Seeing that tliere is a study on time-study work, I will give you 
an example of my own experience. 1 am an employee of the Joseph & Feiss Co., 
a clothcraft shop. Wo have adopted the system of time-study work. It is a good 
system for every factory to have. Time-study work is a study of timing the operations 
to see how much time it takes to make it and how much work can be turned out per 
hour and the setting of tasks. In this way they know just how much work can be 
turned out a day throughout the whole factory. The time study is done by using a 
stop clock, wliich indicates how long it takes to handle the work and how much 
time it takes to do the work. That is the way our standards and tasks are set. If 
every factory had a .system like this, they would turn more work out in less time 
and with more wages. 

Yoiire, truly, 
EMILY RADDATZ. 

3510 TROWBRIDOE AVENUE, 
Cleveland, Ohio, March f7, 1916. 

To whom it may concern: 
I have never worked in other factories; do not know much about them. Am 

working at the Joseph & Feiss Co. for seven years, and the system of management 
h£M improved from year to year: time we go home, from 2.30 to 4.30 in the afternoon, 
on account of scientific management, because the task is given to every production 
foreman first thing in the morning. 

A time study is taken to find out how much an operator can turn out per hour. 
Then how many operators it takes to turn out a task of 1,800 per day. 

It is the ambition of every operator to work herself to a higher-class operation. 
The reason why I seem to be interested in this system is because we have these 

tasks set every morning, and the sooner we turn out the work the sooner we go home, 
which means shorter hours. We also have recreation among ourselves, which makes 
Ufl feel quite jollv and gives us some ambition to work. We all try to cooperato with 
one another and try to average our standard production each hour. Kach hourly 
production adds to our task, where, finally, we reach our daily task, and then we 
retire. 

MABIB DOLESH. 

4312 WooDBRiDOE AVENUE, 
Cleveland, Ohio, March t8, 1916. 

KIND FRIENDS: There is a system that is going on in the Jcseph & Feiss Co. wliich 
is called the "the time study work." This system is to make the garment go through 
the whole factory in a very short time. I^ach garment is timed by a stop clock to 
Bee how long it takes to make it. There is a standard sot throughout the whole factory 
to be done in such a length of lime. 

Tlus standard is set by the time it takes to make (me garment, thence to how many 
garments can be made in one hour. This system has been found to work with speed 
and als I (juality. If "time study work" was passed and worked throughout all the 
fadiiries in tliis (country there would be more work and less time wasted, and there 
•would be shorter hours and liigher wages. 

Just a Uttlo experience from an emplovee of the Joseph & Feiss Co., f)f Cleveland, 
Ohio. 

GERTRUDE RADDATZ. 

4713 OAKLEY AVENUE. 

1 am employed at the Joseph Feiss Co. for 10 years and our system has improved 
100 per cent.   We have nine sections in the coat shop and four sections in the pants 
•hop.   We start at 7 o'clock in the morning and work till we reach our task of 1,500 

L 
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or whatever the superintendent gives us. Tliere aie two girls on our operation and 
our hourly task is 110 per hour. We have time slips where the route clerk marks 
the batches we are supposed to do. When we get the batches finished we go up to 
the board where the route clerk is stationed and get our slips checked off. Eacli opera- 
tion has a production board where they add the amount of our batches. Our batches 
are never more than 25 coats to the batch. In case there is not enough work for the 
two girls on our operations the girl that is finished with her batches first goes down 
stairs for a half hour and then when the other girl gets finished she goes down stairs. 
We have lunch at 11.30 and it lasts till 12.15. When we get finished with our lunch 
we go outaide and enjoy the fresh air. \Vhen we get upstairs at 12.15 we feel like 
working on account of being refreshed. We usually finish our task at 4 and then we go 
home. 

MARIE SCHTJEROER. 

3187 WEST FORTY-EIGHTH STREET. 

Am working at the Joseph & Feiss Co. for six and one-half vears, and the systems are 
improving every year. We start to work at 7 o'clock; the nrst whistle blows at 6.55; 
that means for us to go upstairs to get our button out of the cabinet; we go to the route 
clerk for our slips. We take our slips, go to the ledges, where our work is placed in 
numerical order; when the second whistle blows at 7 we are all ready for work. There 
are five girls to a group, and there are nine groups of girls on the operation of felling 
sleeves. One girl's hourly task is five and one-half coats per hour, and our daily task is 
about 1,400. Kach operation has a production board on which they mark the amount 
of coats turned out per hour. The whistle blows at 11.30; we get in line according to 
our numbers and our section. We have three-fourths of an hour for lunch; the lirst 
whistle blows at 12.10; then we are at our places when the second whistle blows at 12.15. 
We usually reach our task at 3.30; then we can go home. 

ANNA KINZEI. 

3435 WEST FIFTY-EIGHTH STREET. 

DEAR FRIEND: I am going to give you full information of the firm at which I am 
working for, called the Joseph & P'eiss Co. 

How they have changed their systems of work in department—shorter hours and 
better pay. They also have better service and good ainitary conditions to work in 
during the four years of service I have put in as an employee. I'ach of our departments 
have a certain amount of work to finish at a certain hour, which is called the task. The 
sooner we fiiush our task, which is good for our own benefit. ^ 

If the work is not in good order after it is pas.sed through to the examiners they give 
it to the instructor, which he returns to the girls or to whom it belongs as repairs, ana wo 
then receive a red mark, which we all trv to avoid. When we find any work that we 
think is not able to pass we have it repaired; then we receive a blue mark, which we 
get credit. 

I am positive from my own experience that recreation makes an eflicient operator. 
We also have a longer noon hour than we used to have.    After our lunch we have 

different kinds of amusements—baseball or captain ball; during our amusing ourselves 
we can relieve our minds from our work until our lime is over, then we all start at our 
work as usual until we have finished our task. 

Yours, truly, 
BARBARA. WOSOTHA. 

1949 EAST ONE HONORED AND TWENTY-FIRST STREET. 

If you are interested in visiting factorieSj see that you don't forget to visit the Joseph 
& Feiss Oo., wliich is one of the best factories I have ever seen. 1 have worked for tne 
Joseph & Feiss when I was 15 years old, during the summer school vacation and the 
very first thing I have done was pulling basting.s, which I liked well. Of course 
that was a low-price operation, and they have started me low. 

I have improved in my work and was transferred in a 16-cent operation. Then I 
felt very happy and worked still harder until I made over my task. I am now in a 
30-cent operation and do not work full hours yet. I will be 18 years old the lat of 
July. My earnings are very good, and still I don't work eight hours every day, but 
I go home early and spent the rest of my day in doing pretty little work at home. 

HELEN ANTONELU. 
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3306 WEST THIUTY-THIHO STKEET, 
Clerfhiid, Ohio. March ..'S, 1916. 

Beiiij; a eiuployeu of ilic Jtwejjli <Sc Feiss Co., I winh to write a lew lliiiigs about the 
place and its surroundings: thai us long as 1 have been working there found it to be 
a clean and sanitary place to work, and that 1 am well Balislied with the new system 
we have at our factory at'prcseni: a good many people outside the factory do not quite 
under»tand about thiseystem. I will explain a little of my experience. Every morn- 
ing about 10 a. ni. our foreman receives a slip from the office, and on it is written the 
tasks for each operation, so that every girl knows exactly how much work she has to 
turn out in order to go home s<i in case we liave an early shopping or any other work 
we would like to do early, all we have to do is work a little more steady and we have 
our task finished and have earned in a few hoiu-s what some girls in other factories 
earn in 9 and 10 hours; those girls liave my sympathy. So tliat is really what this new 
svstera is—short hours and good wagei^-and I nope they will continue this system in 
tne future. 

•   Yours, truly. 
HELEN UNOER. 

5908 BEVERLY COUBT. 

I find this new system of hourly tasks and daily tasks a goo<l system to work by. 
By having these daily tasks the girls are more ambitious. It makes them work faster, 
for they know that the sooner they get their task the sooner they can go home. Why 
work 9 or 10 hours a day when by this system you will only have to work 8? 

I think if all the factories worked by this system they wouUl fintl their employees 
more ambitious. We have the hourly tasks to standardize our earnings. I'm sure if 
the people were not satisfied, they wouldn't work by this system. Everj'one I know 
speaks well of it. 

FLORENCE KOCH. 

1:.'309 MAYFIELU ROAD, 
Cleteland. Ohio. March 26, 1916. 

Expressing my honest opinion of time-study working I find it most favorable for the 
workingman. 

1. Time-study work requires skill in workmanshij). 
2. The required number of employees are placed ui groups, so that the employees 

have the sufiicienl number of work as it is passed from group to group. 
3. Time study is taken from every move that the employee makes, with an average 

of six minutes to an hour, for the time it takes him to take his work to an fro. 
*. A standard is set for each group of employees according to their ability. 
I have worked under time stuily for nearly two years and find it most fa\()rable for 

the workingman.    I remain, 
Yours, respectfully. 

NtcHOiAs G. TRIVISONNO. 

3279 WEST FIFTY-SECOND STREET, 
March eg, 1916. 

.\fter working for the Joseph & Feiss Co. four years I think it one of the best-con- 
ducted plants in the country and for these reasons: It is about as sanitary as any place 
of employment can be. The health of employees is considered first than the amount 
of work to be produced. There is a system by which every employee upon arriving 
to the factory in the morning is informed how much work is expected of him or her. 
This task as it is called is supposed to last all day; however, if one doing the same line 
of work finish their task before another they put their shoulders together and help 
each other out in order to be through as near as possible to leave the factory together, 
there being no special time scheduled for quitting. The amount of time each opera- 
tion requires is found out by a time-study man who times the operators and then 
piecework rates are set accordingly. 

In case of illness a nurse is on hand at all times and two days out of the week a 
physician is present, and an eye specialist and dentist frequently inspect the con- 
ditions of the eyes and teeth of the employees. They also are provided with all lines 
of amu8<'ments' such as dancing, roller skating, captain ball, baseball, and hockey. 
There also is a library at their disposal and a choral club once a week during lunch 
hour. For thes*? reasons no one roiild expect to work for a better firm than the Joseph 
& Feiss Co. 

ALBINA JAROLIMEK. 
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4903 DETROIT AVENUE, 
Cleveland, Ohio, March 2S, 1916. 

JosEFB & FEISS CO. 

DEAR SIR; In my opinion the tirae-stiidy syatem is both beneficial and encouraging. 
The ej'stem means that each operation is required to turn out a certain amount of WOTK 
n day. The operator must turn out so much each hour. It is to the girl's advantage 
to do as much as possible, as by so doing the operator may go home when her task is 
finiahed. If other factories would adopt this plan it would mean shorter hours and 
more time for recreation. I think it a good idea for the girls to go for their own work 
as the walking from and back to the macliines gives them a little exercise. 

I remain, respectfully, yours, 
SLIZABBTH MCKENNA. 

2142 WEST FORTY-FIRST STREET. 

System is what we have in the Joseph & Feiss Co. One of the most important 
points is time study, which is not done liy guessing, but know for a positive fact; for 
instance, two or three girls on an operation, each girl turns out a certain amount of 
work every hour which we call an hourly task and all together makes the task which 
means the end of the day's work, in short hours, without any e.tertion. ^Vherever 
system exists is pleasure in work, which we have all the way around and should have 
everywhere else. 

HLASCHE SAMSTAG. 

GRE.SUAM, OHIO, March 2.i, 1916. 
DEAR FRIEND: The time system of the Joseph & Feiss Co. is something worth wliile, 

as it is known just how much work each girl can ttim out per hour, each operation 
being timed by an expert timekeeper, and enaldes Jlr. Feies to put the correct amount 
of girls required on each operation. Each day we have a task of from twelve to sixteen 
hundred, wliich we strive to get out as soon as possi' le in order to go home earlier, 
and it isn't hard to reach our task. I would much rather work under the new system 
which we have now than that which we had six yeans ago when I started to work. 
Then we had to work until 4.30, whether we had enough work or not. 

('.^ITHERINB   VAI.LANCE. 

3622 WEST FORTY-SIXTH STREET, 
March iO, 1916. 

The JOSEPH & FEISS Co.: 
Having been asked my opinion on systematizing and time study, I will give you 

my opinion. 
Time study is worked out in such a way that by the means of a stop watch it is jposai- 

ble to know how much work every operator is able to turn out every hour and still 
allow her a few minutes every hour for various things, and then the work is based 
accordingly so there are not too many operators on one operation and not enough on 
another, and then the task is set by this, so that it keeps the work going on through 
the factory at all times. Of course, where the operators are not efficient this is im- 
possible. 

By setting a task each day the operators know if they get their hourly a\erage they 
can go home early and still have a fair day's pay earned, where if they knew they 
had to work a certain amount of hours they would not be so anxious to get their task, 
and would not be gaining by it, either; and then their time slipsarc devised in such 
a way that every operator knows each minute in the day how much she has earned 
and does not have to stop and figure after her day's work is done, gaining her a few 
more minutes each day. 

IDA BAUER. 

2071 WEST ONE HUNDRED AND FOLRTH STREET, 
March 2S, 1916. 

I want to tell you about the way we work in our factory.    First comes a man with 
a time watch, and he timed us and see how many coats we can turn out bv an hour. 
And we make 27 coats an hour, and I think it ia better by a time watch, and like that 
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because we get our work sooner done. As soon as we get our task, why, we go home 
earlier, and we rather work less hours and more payment than full hours. And we 
get out our task about 3 o'clock, or 3.30, and we make about $3 a day. I have worked 
here six years. 

One batch right alter another follows the numbers, so no one can be favorite. And 
we have dancing on Thursday, and we like the games real well. The place is clean, 
nice, everything. We have a library here, and a service department, and the fore- 
man treats us nicely. We treat the new girls good, and a lot of times I showed the 
new girls, you know, where the wash room is and the playground. 

MARY HOEFPLER. 

2300 WADE AVENUE, 
Cleveland, Ohio, March S2, 1916. 

At the request of my employers I give herewith my opinion on time work against 
stipulated hours per working day. 

While working under the old system of a stipulated number of working hours per 
day it created in me the tendency to waste time and work in a leisurely manner, 
there being no actual incentive to put forth my best efforts. 

Under the time-study system recently installed, necessitating the turning out of a 
certain amount of work per day, I find myself bending every effort to the accomplish- 
ment of the task before me. 

Time study enables the employer to determine the amount of work that each em- 
ployee is capable of turning out. In each case the task is set at a point that can be 
reached by each worker with reasonable effort, and in no instance great enough to 
cause strain to the health of the worker.    In fact, most workers go above their set task. 

Under this system we have a definite point to strive for, and our interest in the work 
and its accomplishment has been aroused. The old manner of sliding along day after 
day is gone and in its stead there is an alert activity. 

In conclusion, would state that it is my opinion and that of my fellow workers that 
we are more satisfied and better paid working under the time-study system. 

MAHY HUZ. 

5743 PORTAGE AVENUE, 
Sixth City, March m, 1916. 

Working in a systematized factory aSords an outlook of good wages and less hours. 
A place that has a system denotes the pro^ressiveness of its employers. A time study 
which has been madein the factory isa mctnod which determines accurately the amount 
each operator can turn out in a certain time. In a clean, wholesome factory, where 
the light and ventilation are good, the employers reasonable, and all the necessities 
provided for, the operator can accomplish just as much as if working longer hours and 
nis average being guessed at. A ta.sk set for each operation keeps the work in balance 
day after day. It keeps the whole factory working almost every day of the four 
seasons, while at different factories they have no work for weeks. Svery employee, 
or coworker, tries to reach the rate set for him, and by doing this not only achieves 
good for him.sclf but helps in the cooperative movement in wluch we are now working. 

MART ZELEZNIK. 

3326 WEST FIFTY-SECOND STREET. 

Having worked at the Joseph A Feiss Co. seven years, I have found out for myself 
that the new system we have here in the factory is good. Each day we come to work 
we have our daily task, which means the amount of coats to be turned out for the 
day, and when that is finished we are allowed to go home. This means less hours' 
work, more wages, and more rest. 

Each operation is divided into sections, and, each section having their own opera- 
tion, this means that the work comes from the first section and passes through very 
smoothly. 

The time-study man, who has timed each employee separately, and finding out for 
ourselves that this was no gues.swork, for each person is timed with a watch and the 
watch does the work—it shows what each person can do within the hour, minute, and 
second, as I have been timed and was not at all nervous and was able to work steady 
while being timed. So now we have a standard sot for each operation, which means 
the amount of coat« that are to be made by the hour; and when each girl reaches her 
standard the Uisk that is given for the day is turned out much sooner there, for it 
means less hours' work for the employees, more wages, and more rest. 

MARIE HURLY. 
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3414 WEST SIXTY-THIRD STREET, 
Cleveland Ohio, March 22, J9JG. 

DEAR FRIEND: 1 still work at Joseph & Fciss factory and am well satisfied. There 
have been many improvements since I have been working here. 

When I first started to work here we all worked till the whistle blew, so that was 
more like daywork. But now we work till our task is out, no matter what time that 
is, and we don't all go homo together; any time you finish your batch—that is, if your 
task is small, so then we go home. I suppose you won't quite understand what I 
mean by a task, so I'll tell \ou a little about it. Every section of the factory has a 
sort of blackboard, and there is where our foreman writes out our task and our hourly 
production. Then the route clerk is the one who checks our work. The first thing 
in the morning you have to go and get your slip from her, and your batch of work is 
written on already. You keep that up all day, then finish your work and go by her, 
and she will check it ol^ until your task is out. So that is why I like it better now. 
Then, there has been many other things changed here. For instance, every girl 
must reach her standard, and that makes you work harder while you work, but you 
get through sooner than by the old system, and leas hours. 

We have more fun than we used to have. 
Yours, truly, 

BERTHA KRAKQLIK. 

2110 EAST ONE HUNDRED AND TWENTY-FIFTH STREET. 

Time study is nothing more or leas than a protection for both the employers and 
employees. The employers get their full amount of work turned out in due time, and 
the employed get paid for every minute's work that they produce for their employers. 

Several men on each operation are timed, and then the standard is set for all to 
reach. I think it far side better to work on this basis than on daywork, because a 
section is given so much work to do. When they are done they can jo home, where 
working at daywork they would have to wait for the clock to go" around and reach the 
appointed hour, and not nearly so much happens to be accomplished as working this 
way. The thought of going home makes the employees work harder to get done so 
that they can go quicker. Going home early is another good thing, as the hard- 
working man can find something else worth while to do, at ncme or elsewhere, after 
his day-^3 work is done. 

MiCBABL Dl  ClLLO. 

6122 STOREK AVENUE, 
Cleveland, Ohio, March 2t, 1916. 

DEAR FUIEXD: I am writing to you about the factory I'm working in. I started 
about five years ago. At first I didn't like it, but now I do. They had a different 
system than now. We used to work from 7 o'clock in the morning till 5 or C o'clock 
at night. We had half an hour for dinner; now we have three-quarters of an hour 
and we have lots of time for fun. But let me tell you about the new system we've got. 
We had a timekeeper and he thought an<l planned everything so we could have it 
easier and better than what we've oeen having. lie set our standard and price of 
making 32 to 40 cents an hour. They also timed how many coats we could make an 
hour. We got a task of, say, about 1,400 coats; if we finish about 2 or 3 o'clock we can 
go home. We also have foremen, instructors, inspectors, and route clerks. Route 
clerks are girls who give us work and check it to see if we have the right amount; if 
not. we have to count it over to make it right. I like it this wav better because the 
girls can't pick out the best work; before we ha<l this system everybody took what they 
wanted; now it is different. Inspectors are persons that look over the work to see 
that it's right; if not, we get it back and get a red mark which counts again.st us, but if 
we get a coat and we find something wrong with it we jjet a blue mark and get credit 
for it. Don't you think this is a good system? One thing I can say about our firm is 
that they treat everybody fair and square, and it is neat, clean, and sanitary. W^e also 
have a good time at dinner time; we play ball, dance, and play games. \Ve also have 
a choral club of about 200 members and we are taught by \fr. Walter Logan. You 
ought to come and listen to us sing when we have a concert. I think I'll close my 
letter. 

Your sincere friend, ADELIA FI.EQER. 
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3330 WEST FIFTY-SECOND STREET, 
Chreland, Ohio, March 2Z. 

DEAR FRIEND. I am going to write to you about the shop I work in.   I have been 
working in this place for over three years and I find that it is the neatest and cleaneat 
place I ever worked in.    We had two sj'stems of work which I will tell you about. 

Our old system consisted of nine or more working hours, and a half an hour for 
dinner, but our new system consists of less hours and we earn just as much or more 
money. In our new system our foreman sets a certain task and no matter when that 
task is finished we go home. Most always our task is 1,400 or 1,500 coata, and we finish 
by 1 or 2 o'clock; then we go home. We have three-quarters of an hour for dinner; 
during that time we play captain ball or different games, which I appreciate. 

The repair coats are different. When I finisli a batch of coaUi, the examiner exam- 
ines them, and passes them to the next section. If any coat is not made right it is 
sent back and I get a red mark for it; that is counted for bad work, which everyone 
tries to avoid, but when I return a coat I get a blue mark and get credit for it. 

Well, dear friend, that is about all I can write about the system, so I'll try to WTite 
more the next time. 

Your sincere friend, 
LOUISE PRncK*. 

3312 WEST SIXTY-KIHST STREET. 

Having U years of experience in this shop, I am fully convinced tliat scientific 
management is good, because under scientific management a hard day's work is 
turned out in less hours by getting a good start in the morning and working steadily. 

In the past management one would come in the morning intending to turn out a 
good day's work, only to find you had no work to start, which was tied up by some 
other operation and which meant loss of time and money and longer hours. 

Now, by having scientific management, the employees are divided into sections, 
the first section starting at the first operation and by having timed each employee 
and operation individually a certain amount of work, or task, is given each operation 
every morning, which balances with the others. So one gets a good start, and by 
working steadily turns the work out in less hours, makes more money, and gets more 
time for rest. 

Under the study of time the timekeeper keeps a close tab on both employee and 
operation by staying at one's working place and timing you by the hour, minutes, 
and seconds; thereby the price on the operation is set accordingly. Wliile before 
each employee would be timed by having the forelady guessing what one was worth 
by the hour and what price should be paid according to her own mind. 

Timing an employee does not bother or hinder one in any way; you just go on 
working the same as when no one is watching you. 

M.\RV RosiCK.^. 

3322 STORBH AVENUE. 

I have worked lor the Joseph & Feiss Co. fivo years and during the time I have come 
to imderstand the new system which has been formed by the head principals enabling 
a better ambition to work. The firm is divided into sections and each section has its 
own operations. An hourly task is set for each operation. The completion of same 
means better wi^s and more time to rest for the day 

ALBIE MLCKOUSKY. 

1729 SADIE AVENUE. 

Having worked in different factories has given me the opportunity to see the differ- 
ence in managements, but have found that scientific management is far superior to 
them all, as things are explained and worked to plain facts and proven to be such. 

For instance, the time study which is taken by a stop watch showing how much work 
can be turned out per hour by the operator, allowing a jwrtion of the time to get thread 
and various things. The price is then set accordingly, thus showing that it is not only 
a piece rate but plain facts that every operator can turn out the amoiuit of work rec^uired 
of^them after the time study, where at many factories tlie price is not set according to 
the amount of work the operator can turn out, but at the smallest price the work can 
possibly be done for. 

There are different rules that are plain facts whic:h I've found are for the very best 
to the employees. For instance, having every operator construct their work one way 
that is most convenient for them and the operator who is next to take the work. 
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Another rule of this management which saves much time ia when leaving the factory 
at noon every operator has his place in line and thus two by two leave instead of all 
crowding down at once. 

These are only a few of the many facts that have proven to me that scientific manage- 
ment is far superior to any other management I've seen. 

ANNA SMITH, 

3642 WEST FORTT-SIXTH SIKEEI, 
Cleveland, Ohio. 

I am employed at the Joseph A Feiss Co. for many years and have lately found out 
how the piece-rate system is ma<le. 

Years ago the foreman or timekeeper would make a price on our work, never 
thinking of an hourly taJik, till finally they began a time study which has proven to 
be very good and plain to all employees. When they began the time study on my 
operation, I was sure that 27 coals an hour wa.s t<x) many; finally I timed myself 
hourly, which I really saw possible, and I am making it most every hour, finding the 
time study a very good idea. 

HELEN AUOUSTI.VE. 

4208 STOREt! AVENVE, 
Cleveland, Ohio, March ^1, 1916. 

I am Working for the Joseph & Keiss ("o. I like to work in a factory where there is 
some system. I've worked in places where there is no system at all, and I think the 
girls have to work much hartlcr than with a system. We have a certain amount for a 
task every day, and a certain amount every hotir, according to the operation. When 
our task is tinished we are allowed to go home. I think your work is more interesting 
when on piecework; you have a chance to make more money than when on daywork. 
And I think every girl tries to make as much a« she can, because we all arc working 
for money. 

Uespectfully, yours, 
ANNA DACHE. 

5t)17 DoLLOFF ROAD, 
Cleveland, Ohio, March 22, 1916. 

Having an opportunity of writing a few lines of our new standard system: First of 
all, the timekeeper times the employee and sees how many coats she can make an 
hour. After that he makes the standard how much she should make an hour. Every 
morning there is a task put on the board by the production foreman, which the girb 
are supposed to turn out. They can go home any part of the day when they reach 
that task. My idea is that it is a good system, for tnere is no misunderstanding and 
grouching between us girls. And also there is good exercise in it by going to the 
production board. We each get a slip by the route clerk; she writes the batch down 
of the coatfl which come in rotation and amounts to 20 or 25 in a batch. When I get 
through with a batch the rout* clerk checks them off. So by that we girls are treated 
alike.    It is a very smart idea. 

ROSE SLABY. 

5009 GUY AVENUE, 
Clexeland, Ohio, March 2i, 1916. 

DEAK FIUEND: Just a few lines to let you know what I think about the Joseph & Feiss 
Co. Clothcraft Shop. In the first place it is clean, bright, and there is plenty of 
fresh air. Then I enjoy the choral club. I am not a member, but still 1 love to hear 
them sing. Also the working hours. 1 certainly appreciate them. It's just this way 
we all must be on time to begin work at 7 a. m. Then each section has a task of eleven 
to fourteen hundred coats a day. Now, that is divided between 5 or 10 employees. 
Then each employee does her best to get the amount out in about 6 or 7 hours. Now, 
each girl knows just how many coats she can turn out in one hour. When there is a 
change in the operation the time study man comes and brings a watch and times one 
or two girls, 'fhen we know how many minutes it takes to seam one coat. My 
operation calls for 32 to 40 cents per hour. There is no gue8.swork. for each girl knows 
she can reach the amount. VMien I begin to work each morning I time myself by the 
hour, and I know I can reach to 38 cents per hour. I enjoy working here better than 
any other place, because I can earn good wages.   The work here is like play, because 
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the inapection foreman and production clerk are real nice to us all.    I heartily appre- 
ciate all that the employers do for the employeea of the Joseph & Feiss Co.' 

I remain, 
ROBE KUNOVSKY. 

2172 WEST FIFTY-EIGHTH STREET, 
Cleveland, Ohio. 

MY DEAR Mias GILSON: Having been asked to relate my experience while em- 
Eloyed with the Joseph & Fciss Co., I take the opportunity of informing you that it 

as been a great plcaaure to work with them. 
In the nine years that 1 have been here many improvements have been made in 

the way of recreation, salary, luncheon room, etc. They all are bound to work out 
to the benefit of all concerned. All things are run BO systematically. Each employee 
is required to turn out so much work each hour, Tliis also tends toward economy in 
labor costs. Besides this, the employees are required to do their work in a neat way. 
The system of lighting is also excellent, whereby we can spare the strain that is 
required when cutting and sewing the material. In these days of high cost of living 
it 18 essential that one earn fair wages, which is possible at our place through efforts 
on our part. 

In conclusion, would say that I have never worked at a place where such fair, 
unprejudiced treatment is given to all. 

Very sincerely, yours, 
ROSE STU.VSTRA. 

2499 WEST FORTIETH STREET, 
Cleveland, Ohio, March 26, 1916. 

DE.\R MAIIV. Received your letter in which you asked me to inquire if there is 
an opportunity to secure employment with the Joseph & Feiss Co., and wlielher it is 
a good concern to work for. It certainly is a good concern to work for, and the 
employees are treated riglit. The work in this concern is divided into operations. 
My operation is overcasting back seams, and there are many different kinds of opera- 
tions. All of the operations are set in different prices and classes. My operation is 
in the 20-25 cent class, which is the price set on this operation. My standard is 
76 pairs of back seams per hour, which I reach very easily, and I very often exceed 
this standard. All our standards are set by time study. Our time shows the exact 
amount of operators needed on an operation to reach the standard. It is a great deal 
more interesting to see our standards set before us and can be easily reached with a 
little more effort than before we had our time study. One important thing we oper- 
ators have noticed is that we are turning out more work in less time. Well, Mary, I 
will describe a little about our recreation. One great game we play is called " Captain 
Ball." This game is played both winter and summer. We have different teams 
scheduled each day. Then we have regular teams that play baseball, and, believe 
me, they certainly can play. We have a large dining room, with a large amount of 
tables. At each table there is a yo\ing lady selected to have charge of the new employed 
girls so they get acquainted. I think this is a very good idea. We also have a dance 
hall, and have dancing every Tuesday and Thursday, and another thing we have is 
our own orchestra. Every Friday from 11.45 to 12,30 we have choral club, which we 
are trying to make a great success. We have about 200 members. Last year we gave 
a very nice concert, and we are improving all the time as our club is continually 
growing larger. Well, Mary, I have tried to make it clear what a nice place this is, 
and as this is quite a long letter, I will close. 

From your friend, 
GLADYS COLES. 

3623 HYDE AVENUE. 
Why time study work is a good thing in the shop: 
When I started working, some five or six years asjo, I used to work from early in 

the morning, have short lunch hours, and work till late in the evening, and did it 
for some years.    We now have a new s>'stem about the work wliirh is very good. 

Every operation has been timed and set to a certain standard every hour. Before 
this system was out we used to have again as many cirls on our operation as we have 
now.   We are set to make a certain amount a day with only half as many girls on the 
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job, and we get through in about half the time, make more money than most people 
m other factoriea where they have to work full hours and work harder. 

0\ir route system is sometliing new also. We used to take our work just as it laid, 
but now everj'body takes their work in rotation, which is given to them bv their 
route clerk. I tliink it is satisfaotory to every employee becaupe the work is (Ii^•ided 
equally. 

ROSE VLABATY. 

3904 SMrrH AVENTTE. 

Being an employee at the Joseph i.t Feiss Co., I wish to explain the way work is 
rated per day and the way prices are made. Our factory is di\'ide(l into sections and 
the work passes through from one operation to another in numerical order. Tasks 
are set each morning, and each operation has their own task. AATieu they turn out 
their amount the tiisk calls for the girls are tlirough with their daily work. They 
also have an hourly task; each person is supposed to turn out a certain amount of 
work per hour and make a certain rate per hoiu-. In tliis way they can make out 
just how many hours you have to stay to turn out your task. The way this is d<me 
is as follows; They have a time-study man who times the girls wliile working, and just 
as she works he stays by her with his watch, which can be stopped any time, and this 
is done when she is not working, so he has the time correct while she's at work steady. 
Then he knows just how many minutes or seconds it takes her to do a certain piece 
of work, and by this he makes out what she can turn out in an hour, and then a certain 
rate is set per hour for every operation, and in this way they know just how much 
to pay each piece of work dtme. That is more proper than in any other place, because 
being timed in tlua way, a girl gets paid just for what she does, where other places 
you make work and turn out more work than what your wages usually average to; 
BO I think a system as this one is regulated is the proper thing to have in a factory, 
because you get just what you really are worth. That's why I think the Joseph & 
Feiss is the proper place for all the girls to work. They try to liave good wages, short 
hours, and healthy surroundings. 

ELIZABETH FBIEOLE. 

2633 EAST FIFTY-FIUST STREET, 
Cleveland, Ohio, March 20, 1916. 

DEAR MISS GILSON: In answer to your request, I am giving you my true opinion 
of the Joseph & Feiss system of work in the Clothcraft factory. Although I have only 
had two years of factory work experience, still I have seen and gone through quite a 
few of them. Also having come in contact with people of several years of factory 
experience, I have gathered that very few it any factories at all are conducted under 
the scientific management which exists at the Clothcraft factor\-. 

In taking the time study the operator is not requested to work any faster or harder 
than usual, and the hourly task is set according to the average rate of the operator. 
So when the task is given for the day, the foreman in care of the section knows just 
how much each operator is capable of doing without straining or injuring their health 
in any way. In setting a task, there is encouragement to work, because if we did 
not know how much work to turn out for the day, the hours would seem so tiresome 
and monotonous that it would make us feel more tired than if we worked twice the 
amount of hours. In this way our work can not bo held back, because the tasks of 
the different sections correspond with one another and the work paspes through in 
order. 

The route clerk makes it iiossiblo for the work to pass on in numerical order. The 
operators are given their work by the route clerk, so that the work is di\'ided equally 
and one person can not get more or better work than another, as they would when 
taking it themselves. So we feel that wo are being treated fair as the general system 
does not allow any partiality. 

Just as the dailv task is an incentive to faster work, so the different classes that the 
factory is divided into is an incentive to better work. So that being promoted to a 
higher class operation makes us feel that our ability and effort is known and 
appreciated. 

SARAH LABQOLD. 
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3607 SACKETT AVKNUK, 
Cleveland, Ohio, March SJ, 191S. 

DEAR FRIEND: ( omplying with yoiir request, I will endeavor to express my per- 
sonal opiiiiou regarding the present system. 

Formerly we had to report for work at 7 a. m. and left at 4.30 p. m., having three- 
(^uarters of an hour tor lunch, making an average of 8} hours a day. We were then 
timed and the average amount of work we could accomjjlish in an hour was determined. 

Now we report for work at 7 a. m. and are informed bv the foreman what our task 
is for that day. Ova task, as it is called, is the amount of work the employees on one 
operation are obliged to accomplish for the day. 

Each employee goes t<5 the route clerk in their department and get.s a batch of 
work. After the batch is finished, it is placed on a table ready for the next operation. 
Then the employee goes to the route clerk again and reports the amount of work in 
the batch.    If their figures compare, it is O. K.'d and another batch is given. 

The present system appeals to me, as in getting our own work we benefit by the 
short walk and feel considerably rested. In addition to this we work steady all day 
and do not waste any time, thereby accompUphing as much as formerly and going 
home sooner. 

I have been employed here for the last six and one-half years and am now working 
on the highest paid operation, which pays from 32 to 40 cents an hour. Every em- 
ployee is supposed to make a minimimi of 32 cents an hour, but may exceed 40 cents, 
if they can, on this operation. 

Knowing that the other employees feel as I do about the present system, I am 
Yours, truly, 

.\NN.\ SEKOT. 

3538 WEST FORTY-SIXTH STREET. 

Just eight years m June when I put my application in for work at the Joseph & Feisa 
Co.    Now I will tell you about the days that I have worked. 

The first day I started was a happy day. Because when I worked among the girls 
who were so happy you could not nelp beitig happy also. So gradually from day to 
day the girls grew still happier. Now there arc once more as many, and are working 
more in harmony than before. But before anyone enter the factory to work they have 
to see the service department first, to see whether they are in good condition to work. 
As we have the doctor come to his office twice a week which he has at the plant. We 
also have the dentist come to the plant. And any time we are sick and want to 
for an hour or so, we go to the sick room and lie down for awhile. Now tliat is the 
best service a factory can give to their people where there are so many employed as 
there are at the Joseph & Feiss Co. plant. Now the inside of the factory has just the 
same service. 

The factory is divided into a certain amount of sections, and each section has a cer- 
tain amount of operation, and each operation lias so many girls working in order to 
keep the work going smoothly from the first to last section. 

Now these operations are also all different classes. So when a girl makes good at 
her own operation she is promoted to a higher class operation where she can make more 
than before. 

WTien these classes were given, they came from the rooting system which we have. 
This rooting system con.sisla of a certain amount of girls also. These girls all have a 

board in each section. So when each girl goes for work she has to go to this board and 
get her slip. On this slip is the number of the work which we liave to take and work 
on it till the batch of work is done. Then we have to go to the board again so she can 
check the slip, and see if it is right. Then she gives another batch, and so on tUl the 
day is done. 

This board was given by the time-study man which we had to time our piece-rate 
system. When this time-study man times the girls he would start in the morning 
before the girl would start to work in order to get all the hours in. lie would start to 
time her just as soon as she would get her slip and sit down by her machine to work. 
And every time she would get up to get work and have her slip checked, he would al- 
low a few minutes to that in order to give us time to sit down to work again. Then he 
would see how much work we could make in one hour and how much time we lost in 
getting our work. And so every girl is timed by this time watch and it is no make up 
or guess work by himself. Now then this is the way we girls get a task which we have 
to make. There is a task given in the office for every section, and the first thing in 
the morning the foreman of every section get this task to write on the board, so as 
the girls can see what is before them for the rest of the day. 
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Xow this task is figured out from the girls, because they have to turu out this lertain 
amount of work which was figured from them by tlie time-study man, and they ccrlaiuly 
do get their task done because every girl gets togetlier and makes up her mind to 
work, in order that she be done early, so we can go home early, which we can do. 
\\'heii our task is made everyone can go home, no matter what time it be. Xow I don't 
think there is another factory which works under the conditions that tlie Joseph & 
Feiss plant docs, and if they only would try this work by the hour as we have, I do 
not think they would want to work any different, because they would be making more 
money in shorter hours than in so many hours as some do. 

Then it is not only work that we have to do at the Josepli & Feiss Co. We also have 
time to play. When it is time for dinner we all go down in line to the dining room. 
Now that is what you would call a dining room what we have. .\11 the tables are cov- 
ered with white goods, and serve their own lunches if the girls want any, having any- 
thing you wish to drink or eat. They also have a large waslu-oom where the girls have 
many bowls for washing their hands; they also have iii<e large lockers where the girls 
put their clothes; each girl has her own locker; and they ha% e a large recreation r(K)m. 
This room they make u.se of during the noon hour. They play baseball, captain ball, 
and all sorts of sport in the line of play. The days are d ivided. At e\ery noon they have 
something different to play. They al.so liave dancing at a certain noonday, and they 
dance oue night after working hours one hour. They also have a choral club of about 
250 people. That is on Friday noon, we have that rehearsal; the teacher comes then 
to instruct us for one hour; we have rehearsal just through the winter montlis; then 
sometimes we have a concert given by the choral club members. 

Now this is the secret of the inside of the Joseph & Feiss Co. plant I have witnessed 
for the last eight years, and I do not think I could find another factory for some time to 
come like the Joseph & F'eiss Co. plant is. 

They give the best of service they can give; that's why any time anyone goes 
throuj;h the factory they can see that every girl has interest in lier work, and smiles 
and sings while she goes along in her work "l! d-y long. So that cotitiiiues from oue 
day to the other, and so on. 

DOROTHY FROEHUCH. 

:M24 WEST FIFTIETH STREET, 
Clereland, Ohio, March 24, 1916. 

DEAR HATTIE: I am answering the questions you a.sked mo the other day, in this 
letter. You were coming home from work when I was dressed in my best and seeking 
pleasure. One of your eager questions was '' IIow is it that you are .going away so early? 
Did you stay home from work, etc.?" No, my dear friend, I did ueitherof these things. 
I will explain to you in every detail how the Joseph & Feiss Co. ha-s made it possible 
for every girl working for them to go home from 1.30 to 4.30 every day. You know 
that in most factories there are .several different groups of girls working on different 
occupations to manufacture one article. In the tailoring business you follow the same 
rule in order to have the suit quickly and well done. My occupation is called "bast- 
ing edges." 0\iT daily task is from twelve to sixteen hundred. You will naturally 
ask mc what a task is. In our factory we ha\c a man who we call the time stvidy man. 
This man times each girl on every operation and finds out how many coals she can 
turn out each hour, and sets the price for so much a hundred. When he finds this 
out he sets the hourly task accordingly. You may well ask me why I am so happy 
and contented of late. .\nd why should I not be? First thing in the morning I find out 
from the route clerk what the livsk for th • day is. When 1 find out I can tell you 
almost exactlv how much 1 will make ei'; h hour (an amount you need not swagger 
about) and wViat time we will go home. We do not take the work to .sew any old 
way the way you do in your factory, but we go to the route clerk, who has a board or 
desk in the middle of the section, and wait for her to give us the work in numerical 
order to avoid confusion. A\"hen the batch of coats assigned us is done we take the coats 
and place them in numerical order on a table and have that batch checked off by the 
route clerk and then she assigns us another batch, and so forth. By doing this we give 
our body dilTerent movement.s and exercise and are keeping our health. The old sys- 
tem is to sit from 7 in the morning to .5.30 in the evening feeding the machine like as 
if we were another piece of ma<'hinery. Jast think, Hattie. of having to sit all day long 
grinding away and waiting for the cliM'k to make its weary way round to 5.30. ''Down 
with the old system, up with the new," says I. What do you say, old timer? The 
route clerk has pigeon holes in her deitk tor every operation in the section. There are 
cards also for every batch of coata which indicate how many coals in each.    By these 

3G162—16 9 
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cards the route clerk knows how much work is in the section and how much each 
operation has to turn tput, and how much they have turned. I'll say it"s some system 
and so will you when you come down the first Friday ot next month. You will also 
agree with me that the girls from the Joseph & Feiss are 100 per cent brighter looking 
and happier than in any other factory in Ohio or any other State. Hoping to hoar 
from you soon, 1 remain, 

Your sincere chum, 
FRANCES SMUTNA. 

7407 ELTON AVENUE. 

DEAR EDNA: Do you remember the plans we used to make when we were going 
to school—how we decided what we were going to bo and do? I think there are quite 
a few of us who have not realized our dreams. Of one tiling I am sure. I never dreamed 
then that I would work in a factory. Work of this kind never api)ealed to me, but 
circumstances often will force you to do things which are distasteful to you. But 1 
can truthfully say that I am not at all sorry I did it. When 1 say I am working in 
a factory no doubt you picture to yourself a swimtshop of which you hear and read 
about so much, but permit me to enlighten you. 

The factory in which I work in is one of the cleanest and best ventilated in the 
United States. 

I am going to tell you about the system under which we are working and which. 
was adopted only a short time a^o. Each operation was timed by a man with a stop 
watch, an instrument which estimates how much an efficient operator is capable of 
turning out in an hour.    Then the prices were atljusted acconlingly. 

I must say, and I am speaking in belialf of a lot of other employees, that this sj's- 
tem did not meet with approval right away. It certainly di.scouraged me in the 
beginning. 

tan you imagine anyone working years on an operation, turning out a certain 
number and thinking they are doing fine, and then have some one come along and 
tell them they can turn out 20 to 30 more an hour? Quite a few of us. I am sure, thought 
it was impossible, but only a sliort time was required to show tliat it was not only 
possible, but not very hard. 

You see, by this system they are capable of knowing what each operator can turn 
out, how many operators are required on each operation, and in how many hours a 
days' work can be done. 

I believe that it puts ambition into the people. Now, they come to work in the 
morning, are given a task which is to be done m a gi\on time, they sot to work and 
turn out the same amount of work in less time, and earn the same amount of money. 
I, for one, am glad the system was atlopted, for I am profiting by it. I shall expect 
you to write me about your work in the office as stenographer to see whether your 
position is to be envied. I know your handwriting is compared with mine. Iloping 
this letter will reach you in the best of health, 

I remain, yours, sincerely, 
HERMINE STENZEL. 

:)iJ55 WKST SIXTY-FIKST STREET, 
Cleveland, Ohio, March 25, 1916. 

DEAR MARION: Have you ever visited a clothing factory and seen through how niauv 
hands and operations a piece of cloth goes througli before it becomes a garment? 1 
will try and give you an idea of how things are done at the factory- where I work. Our 
factory is divided into several sections and in each stntion there are a number of opera- 
tions.' Lately a system was adopted wliich does not give us a regular quitting lime, 
but instea i there is a board in every section upon which the foreman writes every morn- 
ing the 'daily task" or the amount of garments that must be turned out that day. 
This board consists of a slate for each operation and every slate is di^•ided into spaces 
representing each hour of the <Iay, on wliich is written the "hourly task" for that 
operation. But at the end of every hour is written the "hourly pro<iuction," or the 
amount turned out by the operation for that hour. If the girls keep up to this task 
they know just when they may go home, if they are behind it they must work until 
they reach it (their task). Naturally every girl will strive to work her best for the 
quicker she reaches her task the earlier she may go home. The result is shorter hours, 
more work, which means better wages and a quicker promotion to a better operation. 
While in the old way some girls would not try their level best and ijerhaps just thought 
that when the whistle blew they'd go homo and to-morrow if they felt Uke they'd work. 
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if not they just wouldn't, and in this way often did not turn out siifficiont work to keep 
the girls on the (gr) next operation busy for the work is passed in rotaf ion from one opera- 
tion to the next. The hourly task for each operation is obtained by liaving the girls 
timed with a productograpli. This productograph contains a clock and every time a 
pair is finisheci the exact time it took to make it is stamped on a sheet of paper. " We also 
have clocks where every operator may see them. This helps the girls to see for them- 
selves whether they are keeping up to their task each hour. When they see they fail 
one hour, it insjjires them to make it up before the next hour is over. Every time a mis- 
take is found it is taken back to the operator wlio made; it and a red mark is put on her 
Blip, which counts agaiiist her, while a blue mark is given to tlio one who found it and 
gives her credit. In this way good work is assured. We have a yard in the back of our 
factory where we can have all the recreation wo want during noon liours. We also 
have a recreation room where we enjoy ourselves on cold and rainv days. We also 
have a library and a clioral club. Everything is kept in the most dean and sanitary 
conditions which is a big factor to the promotion of health. During the winter months 
each section holds a party where we all have great times. Having told you all I can 
think of at the present I remain— 

Sincerely yours, 
OLGA JIGELBRIEK. 

Mr. FEISS. I was sjoing to sav tliat Mr. John P. Fryc, of Cincinnati, 
who was on the counnittoc with Mr. Hoxey, appointed by the Indus- 
trial RelatioTis Commission, met mc in Cincinnati hist week and he 
showed me some records that he had taken in a town in which he 
showed that a great many men exceeded the tasks readily, although 
some did not, or possibly were not fitted ffir the type of work they 
were assigned to. 

I want to mention in conclusion just a few pertinent facts and show 
their application. The first is that time study does increase the 
productivity of the worker, not only as has been explained liere, by 
the standardization of the working conditions, simplification of tools, 
putting in the l)est methods of routing of the work, so that there is 
a steady supply of work, but it has gone to such an extreme in our 
business that we work every day in the year, in a ])usiness notable 
for its seasonableness, and this increase of actual and apparent speed 
of the worker is by eliminating waste of men and waste of time. 
The greatest elimination by time study is waste of men. and waste 
of time, in most instances the conscious and uiuionscious waste of 
time; that is, simply doing inefficient things, things thai have no 
relation at all to tKe work. These have been eliminated bj- time 
.study and the actual amount of physical effort of the worker is not 
increased btit a sluirter working day is the result. We used to work 
54 hours a week. This was in 1010. Now the number of workers 
that we had in our factory in 1!)10 was 1,044. T want to give you 
some figures that I have lien? to show you wliat scientific manage- 
ment does. At first the number of new hands employed tiiat dropped 
out wa.s about 570, or 150.3 per cent, and that is a good normal. 
The normal is probal)ly higher in the clothing industry. 

Mr. BROWNE. DO ydu pay your hands now about the same as you 
paid under the nine houi"s? 

Mr. FEISS. I am just coming to tluit. In 1014-1 am sorry I did 
not bring tlie 1915 figures with me—we had 865 workers, 291 new 
hands, or .33.5 per cent labor turnf)ver. I^ess peo])le dropped out, 
considerably less during that time. The table here sliows our working 
hours, wliich used to be 54 hours a week from whistle to wliistle. We 
have a starting whistle but not a stopping whistle now. and wlien a 
worker gets through and she is not a.ssigned to another task, she will be 
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given instructions, paid for it, to loam some new work. As a conse- 
quonce ovor 75 per cent of our workers know from 2 to 10 or more 
(lifferent jobs. 

The ACTING CILMKMAN. No such system is in vogue in an\' of the 
Government systems that you know of? 

Mr. FEISS. It is irontemplated at the Watertown Arsenal, and I 
tliink a certain amount oi it is l)eing done. 

Th.e ACTING Cii.viitMAX. At the present time at tlie Watertown 
Arsenal there is no Taylor system. 

Mr. FEISS. It is being installed. 
The A( TING CHAIRMAN. I know, but Congress forbade the use of it 

at the last session, 
Mr. FEISS. I beg to differ witli the chair. As I understand it, they 

forbade a certain a|)pr()priation being used for time-study work, but 1 
think out of anotlier appropriation l)onuses are ])aid. 

The A(TiN<i CHAIRMAN. YOU mean that Gen. Crozier has been 
evading the will of Congi-ess in this particular? 

Mr. FEISS. 1 do not know about tiiat. 
The ACTING CHAIRMAN. Well, wo will ask those questions when he 

comes. 
Mr. FEISS. I can not answer for him. 
The working liours liavo come down to an average of about 43 

hours a week and they are much more regular. We work every day 
in the year except once a j^ear wo shut down for a vacation for every- 
body. In that time our productivity has gone up 43 per cent and 
our wages have gone up an average of 40 per cent. That is actual 
income.    Our early rates have gone up. 

The ACTING CHAIRMAN. Are tiioso your total wages or wages for 
each individual''. 

Mr. FEISS. Each individual added together. 
The ACTING CHAIRMAN. And has the number of individuals 

employed increased or decreased ? 
Mr. FEISS. The number has decreased. 
The ACTING CHAIRMAN. SO that the smaller number of workers 

draw double the salaries ? 
Mr. FEISS. Yes, our costs have approximately gone down 8 or 10 

per cent. The chief ol)ject was to seciu'e a bigg(>r dividend for the 
worker without burdening the business. The point I am getting at 
is that none of these tilings is possible witliout the stop watch, that 
the stop watch is necessary not only to subdivide the work, but in 
order to give to the worker that which he himself demands—that is, 
opportunity. Ho has no opportunity without training. The man 
without ability to get certain kinds of knowledge or education, so to 
speak, must liave opportunity brought l)efore him. 

Scientific management in tlie first place and the stop-watch and 
similar metliods determine what is liis actual skill and the effort 
required—means a more skillful job than the other. It has made 
thousands and thousands of men satisfied with their jobs by giving 
laborers expert jobs. It has made the management responsible by 
giving each and every one the training that will best fit him for the 
job, and when that training plus the cooperation of the worker can 
not make him fit for the jol) it eliminates him from the job and seeks 
another jol) for him.    In our organization for inefficiency we dis- 
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charge and are forced to lay off loss than six people a year, and then 
we find jobs for them at different kinds of work. But we are forced 
to transfer from one place to another a lar<!;e percentage of our new 
nmployees. We find they do not fit in, ancl should not be jiermitted 
as thev would in tlie old system when there was no determination 
of their exact fitness in the job they were originally hired for, but 
fit in other places in our organization. 

I have in mind one instance .where it took one and a half years 
to find a place for a girl.    She is earning 2.5 cents an hour now. 

That has applicatrou to the Government arsenals and other work- 
shops. They arc working for me the same as my shop. We want 
the shops to be as cfTicient as possible. It is only tlie keynote to what 
we stand for in American life—better efTiciojicy, better service to 
yourself and to your country and to your community at large. We 
want our Government worksh()])s to represent them. We do not 
want them to condemn those nieans which make for efficiencj' and 
which stand alongside as an inspiration to the private worker. 

The ACTING CHAIRMAN. Let me ask you this: If you had a super- 
intendent in your einploy to whom you had issued quite definite 
instructions as to the conduct of the workers, you behig the head of 
the institution, and you liad direct(>d him to do the work in a certain 
way, and he sought to evade those instructions, would you be disposed 
to discipline the superintendent for violating your orders? 

Mr.  FEI-SS. Yes; absolutely. 
The ACTING CHAIRMAN. If the Congress of the United States should 

issue instructions that the Taylor system was not to be used in tlie 
workshops, you feel that Government officials wmdd be bound to 
obey those instructions? 

Mr. FEISS. I would think so. 
The ACTING CIIAIR.MAN. And even though Congress was wrong, it 

would have the right to enforce those instructions? 
Mr. FEISS. Yei 
The ACTING CHAIRMAN. Are all the concerns in your line of business 

using this system f 
Mr. FEISS. NO. 
The ACTING CHAIRMAN. DO you know of any suc(;essful concerns 

in your line which are not using it? 
Sir. FEISS. Yes. 
The ACTING CuAiiiMAN. You know among your competitoi-s con- 

cerns that have not adopted this system? 
Mr. FEISS. And among our important competitors tliere are none 

so succsesful as we are, and none that are giving the community so 
much value for so little money, and there is no concern in the United 
States—and I take this from reports, from information sliown to me 
by the Labor Bureau in their investigations—there is no concern in 
ttie United States that gives its workers such short houi-s, such steady 
hours, and such high pay. 

The ACTING CII.VIRMAN. Do you know of any other concern in your 
business that is using the system ? 

Mr. FEISS. NO, sir; our business, the clothing business, as a whole, 
is very backward. 

The ACTING CHAIRMAN. AS a conseciuence there is no ollK^r concern 
that you know of that we could make comparisons with as to the 
results in your sliops and othei-s? 
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Mr. FEISS. NO; no other inchistry. ' 
The ACTING CHAIRMAN. Thoso other biisini\ss men who arc com- 

poting with you hav(^ had an opportunity to adopt this system ! 
Mr. FEISS. Yes. 
Tlie ACTING CHAIRMAN. They have boon confronted witli ^-our 

spUmdid and highly successful example for some time ( 
Mr. FELSS.  'ics; our shops arc always open to anyone. 
The ACTING CHAIRMAN. They have not seen fit to adopt your 

ideas ? 
Mr. FEISS. They are adopting some of the ideas. Tho trouble with 

most of the men at the top is thai thoy are not practical men. 
The ACTING CHAIRMAN, 'lliey think they are practical men. 
Mr. FEISS. I think they will admit that they are not. 
The ACTING CHAIRMAN. But, anyhow, whatever may be your 

opinion of }n)ur corapi'titoi-s, there are man}" <;oncerns that have not 
adopted it, although they have had tliis example before them i 

Mr. FEISS. Yes. 
Mr. EMERY. I uiKk'istand that you have made arrangements to 

hear Gen. Croziei.    We hav(! one more witness. 
The ACTING CHAIR.MAN. It will be impossible for me to be here this 

afternoon. I would like to have your other witness put on so as to 
have his testimou}- appear in the record. 

Mr. FEISS. May I put one statement in the nxjord tliis afternoon? 
Tlie ACTING CHAIRMAN. SO lonw as you don't make it too long. 
(Thereupon, at 12.30 p. m., tlie committee took a recess until 

2 o'clock p. m.) 

AFTER RECESS. 

The committee reconvened pursuant to the takuig of the recess. 

STATEMENT (5F MR. RICHARD A. FEISS—Concluded. 

Mr. FEISS. I think I was explaining the vahie of time stud}' at the 
time of adjournment, and was answeruig a question of ^fr. Keating's, 
who was inquiring as to whether other manufacturers in the industry, 
other competitors, had adopted the S3'stem. I told him they had 
not. I told him they were becoming awake to the fact of its benefits 
and had adopted several methods, and it looked as though they 
were going to adopt the system; but of course it takes a long time 
in a conservative mdustr}- for people to change. But we have the 
tenden(;y on the part of managers as well as workers and others who 
do not wish to assume the tremendous additional responsibility 
which scientific management makes the management assume to-day 
and lead in the work which he expected from the worker before and 
which he alone is capable of and should be responsible for per- 
forming. 

I touched upon the effects of time study and task work in our 
factory and I think it is merely an example. 1 have also been asked 
by Mr.  Keating the interest we have concerning our interests as 
frivate manufacturers in the Government work. He admitted, as 

understood him, the benefits of the sj-stem rightly applied in 
private establishments. It seems to me that if tne responsibility 
conies to me to assume the best type of management known to the 
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worker in my factory, that T must assumo the samo attitudo to the 
workei-s in my factory; whether it is my own (ir my factory that the 
Government is runnmg, it is my factory. I am just as much in- 
terested, ancf I am more interested from a public-spirited point of 
Anew in a Government factory than mine, because that stands and is 
supposed to stand as a symbol of correct progress for all manu- 
facturers. 

It seems t(^) me, in conclusion, that much ought to be said about 
scientific management in general and the bill ni question. We all 
have been led to understand that one of the motives of this bill is in 
the nature of a punitive measure from the point of view that certain 
things have not been properly conducted in the relation of the man- 
agement to the workers in some of our Government work. Now, 
that may or may not be true, but let us assume that it is true. Be- 
cause a man may have misused an instrument of science that is for the 
general good of the public at large and the woikers in particular, 
should we abolish it in any particular place because some man or sot 
of men have seen fit to misuse it or misuse the workers under such a 
scheme or in any other way < It seems to me to be a moral wrong 
and that this committee and this (lovernment nor we have any right 
to attack a wrong from that point of view, because, as I have stated 
before, a chemical compound may l)e misused. A chemical com- 
pound that may be fine, of an improved condition and stvle, may bo 
misused as a poison, but that is no reason wliy we shoulcf abolish its 
use in chemistry in general. 

Mr. Buow'NE. Right on that point: If experience showed that in 
a majority of the factories or industries where this Taylor system was 
used they abused the system, then what would you say al)out it ? 

Mr. FEISS. Then I say that we should, if legislation can do it, legis- 
late and try to safeguard against abuses, but not abolish the system 
or its essentials if it has one iota of good in it. We must conserve 
the good, and, as I said, it is one of the functions of government to 
conserve the good, and we must eliminate the bad practices and 
eliminate the bad use, but not eliminate the entire system or even 
the entire use because its apj)lication has been bad in any particular 
set of circumstances. 

Mr. BROWNE. I would like to ask another question. 
Mr. FEISS. Certainly. 
Mr. BROWNE. HOW long did it take to install this system in your 

faetoiy * 
Mr. FEISS. Scientific management, as I understand it, is a develop- 

ment; it is a slow, long devel()nment. To get to the stage where we 
are now I should say it has taken about five or six years. There is 
no such thing, you know, as hurrying in scientific management. If 
a man comes to you and says he has got a system that willrevolution- 
ize work overnight you can set him down as a faker and that there is 
no merit about it. Scientific management is common sense; it is 
common sense modified, and it has to go ahead on accurate knowledge 
instead of on opinion. 

Mr. BROWNE. Was there any objection on the part of the worker 
in your factorv to adopting this when you starteci its inauguration ? 

IVIr. FEISS. In no move was there any objection, but as soon as a 
certain stage had been completed in part of the factory (and you 
know you can not do things all in a bunch: you have to develop 
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gradually) there have been insistent demands that it be installed 
in other parts of the factory. And, as I explained tliis morning, 
we ilo not liave wage disputes any more, but we have, time and time 
again, workers come to us singly and in bodies (some examples of 
w'liich 1 cited to you and which we are pleased to have them do) about 
some particular proposition, and we investigate it with a time study 
so that we can get together about it and make an adjustment. 

Mr. BaowxE. Another tiling, did you have to weed out mam' 
employees because they did not come up to your standard of efn- 
cieney ? 

Mr. FEISS. 1 gave the figures this morning, that about the tune we 
starteil to learn the science of management, which was in 1910, on 
the pay roll tiiere were 1,044 employees. AYe hired 1,570 new 
hands, or 1.50.3 per cent of the pay roll in that year. In 1914, which 
are the last figures I happened to have with me, on a pa}' roll of 865 
people we hired 291, or 33.5 j)er cent, which is a very remarkable 
turnover, and there is no such turnover in any similar industry in 
the United States. In other words, we conserved industry, by 
means of scientific investigation and time study, to dozens and 
hundreds of people who would have been strapped under the old 
system, because the demands would have been made upon them 
which they would have been unable to fulfill and accomplish. We 
have heard that claim, but from information I am willmg to say 
that there are not over six people in any one year at the jiresent 
time laid off because they can not be u.sed in our organization. 
And there are hundreds of the newer workers who are transferred 
from operation to operation and job to job to find a place for which 
they are fitted, and in that kind of transfer and that kind of study 
of the fitness of the job to the man and the man to the job we must 
use the stop watch or other time-measuring devices. 

Is there any other question^ 
Mr. BROWNE. That did not ])rove, then, a survival of the fittest, 

as far as we understand, in vour faetorv ( 
Mr. FEISS. AS far as exjilained by Mr. London, be meant exactly 

what Mr. Taylor meant when he said you would get a body of picked 
men. We have a body of picked oi)eralors and we made them 
picked. Time study enabled us to lav down th<> task tiii'e and the 
nest way to accomplish the job and to teach it: and we taught 
people who never had an oiiportunity under the old systen* how to 
necon'e skilled workei-s who, under the old ncthod. never would have 
been given a chance at that work, and the earning of such wages 
would have been inpossible by them under an_\ other kind of org!>ni- 
zation. That is what we have done; and we have to have instruc- 
tors just as we have to have machine experts. 

Mr. BKOW.NE. Did you keep track of the injuries? Do you have 
many injuries in your institution < 

Mr. FEISS. Unfortunately. I have no accurate record. We used 
to have a tremendous number of uMuor injui'ies—infected fingers, and 
so on. But I am only (|Uoting from ))ersonal contact knowledge to 
say we used to have infected fingers, or hurt fingers, not less than 
two or three a day. and we now do not average that many a week. 
And you know there is n State industrial comnMssion, and we carry 
insurance with the State in our State. 

Mr. -EMEUV. That is Ohio '. 
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Mr. FEISS. That. Ls Ohio: ya^. I was spcakiiif^ to thciu about the 
rate, and they said to us if the injuries, if the care of the worker and 
his job were as they were in our factory, they would have to ma- 
terially lower their rates, and that the rate we paid was unjust: but 
the old-style factories made the rate higher than we. individually, 
were entitled to. Of couise, our own rate in our factory has been 
lowered, aiid I -know it is tlie lowest in the industry. And our record 
as to the number of absentees will probably bear on that i)roposition. 
We have a very remarkable reconi, I think, in this respect. I have 
some illustrations here which I will just quote on this. The record 
of absentees for the first six months of IQl.^i shows that the excusable 
absences average a little over seven jiei-sons a day. or nine-tenths of 
1 per cent of the working force: and the unexcusable absentees aver- 
aged a little less than four a day, or five-tenths per cent of the work- 
ing force: making the total absentees for the first six months of 1915 
only 1.4 per cent of the working force. 

That, of coui-se, would be impossible if scientific management did 
not reduce the number of accidents and did not matcria'ly improve 
the health of the worker. The health of the worker in our factory 
has been held up as a model by the health authorities at home as 
being far above the average in that respect, and the long length of 
service is furthiT proof of that. Remember, about SO per cent of 
our force is women, and our factory organization is comparatively 
new—this factory plan is only 9 or 10 years old—and still ovtr 35 
per cent of our workers, men and women, have been in our continu- 
ous employ for five years. And about half that many, about 15 per 
cent, have been in our emjjloy for 10 years or more, although we are 
only about 12 years old, and then only on a .small scale. 

In conclusion, 1 wish to say, and to emphasize the point, that this 
bill vitally affects the private organizations. We are interested in 
the work of our employees, whether they are in our own private fac- 
tories or public-controlled factories. Whatever is best for the one 
is best for the other. This aims at the heart of the thing, and the 
method of accomplishing the purported end of this bill does not seem 
to be either right or just. If we are »iter an evil, let us aim directly 
at that evil. As I stated this morning, if a man uses a hammer to 
beat out the brains of his wife, shall we say that a carpenter shall 
never use a hammer, or shall we say that the hammer is bad in itself i 
Shall we condemn any appUance because of its misuse'. This would 
be a blow at scientific management—the first form of management 
for directly bringhig the worker's work on a higher plane which takes 
into consideration at all a distribution of the proceeds. 

I want to stop for just one word there. This is one of the points I 
did not cover, that my study shows better methods of training, it 
shows better methods of operation. It does not speed up the motion 
of the worker. Not one-tenth of 1 per cent is gamed by that speed, 
and that is not taken into consideration. That only comes from the 
additional chance of cooperation the worker has and better training; 
but in taking a time study he is not required to do that. It is all 
based upon the management taking upon itself the Tesijonsibility 
and improving tlie job so that the output can be imnroveit by better 
conditions, by better tools, and by better flow of the work: at the 
same time undertaking, in connection with the work, to include the 
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instruction and training of the workman so that tlie barely mediocre 
workman, under haphazard conditions, now under these conditions 
beconaes a better worker entirely under better conditions of manage- 
ment, and the only thing required from the worker is cooperation 
added to the work; and for that scientific management demands 
that either in the form of bonuses, premiums, or differential or other 
piece rate, that in order to get his good will and stimulate his interest 
(and scientific management saj^s you must get that or you are not 
scientific) that vou give him a share of the gain, although the effort 
is practically all on the part of the managenient. And that gain, 
under all cases of scientific management that I know of, and I have 
investigated not only the 35 shops that the commission investigated, 
but I believe easily as many more, has been made so large as to put 
it beyond the realm of dispute, and beyond the expectation of the 
workers. Now, as I say, the work of the organized and the unor- 
ganized labor and the public at large has demanded cooperation on 
the part of the management. Now, the management says: "All 
right: we will assume our fair share of the work, we will assume our 
share of the management; we will be a help—not a boss, but a 
leader—we will be the leader to the worker, we will be his teacher: 
we will spell opportunity for him where there was no opportunity 
for him before; we will make the ditch <ligger a mechanic, aiul will 
make the expert meclianic a foreman." 

Ten per cent of our working force to-day is engaged in indirect 
labor supervision, teaching, routing, and so on. Every one of them, 
from tlie superintendent down to the office clerks, and so on, in this 
work, has come from the workshop. That is the oidy kind you can 
use under scientific management. That is what scientific manage- 
ment ha-s made. And it rnvs replaced guesswork on the points of 
most vital dispute and futile effort at reconcilation. It has replaced 
guesswork on those points and put accurate knowledge not only in 
the hands of the management but at the disposal of the worker and 
the public as a means for further cooperation. And this bill is at- 
tacknig one of its most important ancl vital means, in aiming to do 
away with time study in Government work. As to the bonuses, it 
merely is an attempt to destroy what the management has been 
asked to do generaUv, when it is thi'ough a time study and scientific 
research to enable tfiem to deal with it rightly, to improve the work 
and the opportunity of the worker, and it wishes to take away liis 
dividends. 

That is all. 
Mr. DEXISOX. May I ask you a question { Do you recognize any 

difference at all between private employment and Government em- 
ployment ( 

Mr. FEISS. DO I recognize any difference—I do not know that I 
get just what you mean. 

Mr. DEXISOX. DO you recognize any difference in the relationship 
between <>mployer and employee where they are employees of the 
Government and employees of private business concerns, with the 
clock ( 

Mr. KEISS. In relationship i 
Mr. DEXI.SOX. Anv difference? 



METHOD OF DIRECTING WORK OF GOVEKNMEKT EMPLOYEES.      139 

Mr. FEISS. Any difference in relationsliip * Not in this respect; 
I think it should be as near that personal cooperation as it is pos- 
sible to be. 

Mr. DENISGN. 1 tliink that is true. But now in pubhc work, gon- 
ernlly speaking, the employee is under civil-servico regulations. 

Mr. tEiss. Yes. 
Mr. DENISON. DO you approve of civil service? 
Mr. FEISS. 1 approve of civil service in one respect. 1 approve 

of the idea of it. My opinion is that civil service is wrong in this 
way—what 1 mean to say is what it aims at is all right, but its trouble 
is that it requires an educative test, instead of a test for in- 
telligence and character, two entirely different things. The prin- 
ciple, however, of basing it on some native abihty is correct, and not 
leavin^it to the will or whim of some official. 

Mr. DEXISON. Really, if we are going to require a test, the educa- 
tive test is the only one that is practicable, is it not, for the Govern- 
ment ? 

Mr. FEISS. The educative test 1 
Mr. DENISON. Yes. 
Mr. FEISS. NO. YOU know there are* certain educational tests 

that are deirised to bring out native intelligence, which are very 
food; but I think character and native abihty of the man ought to 

e considered, there can be proper consideration. 
Mr. DENISON. Assuming that it is hero and going to stay, do you 

think the fact that the Government employees are under civil service, 
where they can not be discharged or let out except for causes men- 
tioned in the law—do you think that would make any difference in 
the application of an efficiency system or scientific management sys- 
tem you have been discussing ? 

Mr. FEISS. 1 think not; not the slightest. I think not, because 
we are working with practically the same idea. When we once hire 
an employee, we consider, and in fact he must regard the appoint- 
ment avS permanent; and in the service department the fact that he 
drop out of the organization is considered a real loss. The biggest 
asset you have is your workman; he is your biggest investment. 

Mr. DENISON. Yes. But under a scientific-management system, 
if a man does not come up to certain requirements, he is eliminated, 
is he not? 

Mr. FEISS. I explained that in your absence this morning. There 
is a lot of misunderstanding. He is eliminated from the particular 
work; but there is no shop where they do not have hundreds of dif- 
ferent kinds of work; and I say "hunffreds" advisedly. 1 mentioned 
this morning when you were absent, ciuoting conservatively from 
memory, that we have 4,.'>00 or more different operations, of course 
combined in groups. 

Mr. DENISON. That is a rather complex business. 
Mr. FEISS. I know a machine shop in the country which we studied 

that have 46,000. 
Mr. DENISON. Would that same thing hold true in a concern of 

less proportions i 
Mr. FEISS. Oh, yes. 
Mr. DENISON. Where there is not a diversified class of labor? 
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Mr. FEIS.S. Oh, y&s.    You want to uiuleretand thia, that that is 
oiiP of the fine things about scientific management; that nine-tenths 
of the moil who would be judged incapable under the ohl method are 
proved to be capable by training under scientific management.   It 
must find men; that is the point.    We are eliminating leas and less, 
and we are finding better and better from time-study and research 
how to train men.    Men are pretty near alike in their average ability, 
and it crops out as generally supplied by the different opportunities. 
A boy witn a fatlier who is a gootl carpenter and interests himself in 
him, seems to have an ability for the bench.    He would make, prob- 
ably, just as "ood a machinist.    I want you to understand there are 
SOO workeis, highly skilled and producing per capita, with less time 
and less effort, more than any other similar set of workers in   the 
country, and liardly one of tiiem ever saw or did that sort of work 
before tliev entered oui- factory.    We do not use them for their 
knowledge when they come in at all. 

Mr. DE.MSO.V. DO I understand you to say, then, that the appli- 
cation of the scientific system or ilie method about which you are 
speaking does not result m eliminating the poorer workmen ? 

Mr. FEISS. NO; not in that sense. It maKcs them bettor and find.s 
out tlie particular kind of work for which they are suited and which 
is congenial to them. 

Mr. DEXISO.V. Suppose a different class of w^ork for which he is 
suited floes Tiot draw as nuioh pay as the other: do you think that is 
bettor for the man '. 

Mr. FEISS. 1 wdl iiave to answer that in a practical way, from what 
is the actual case. 

Mr. DENISOX. Explain what you mean by "better for the men." 
Mr. FEISS. I will do that with an example, ivs I think it will bo 

doaror. if you will pardon mo. Jones comes into the factory. We 
will take the cas;* of Martha Jones, right in our factory. Martha 
comes into the factory and she goes on a sewing machine that re(|uires 
in the running doxtorous fingers and handling. A good operator, a 
pacemaker, will earn 35 cents an hour. Martna does not know that 
work v<'t. One of the reasons we know she is not competent is that 
by following up and seeing that sh'' gets the proper instructions and 
seeing that she has been made properly interest.^d in the work, she is 
not anle to reacli even IS cont-^ an hour. Sh(> is not suited to that 
work. We put her on a similar class of work, and fimdly find that at 
another job. another sewing machine, slio takes a liking to it—she 
takes to the water. Now. at that job standard workers are only 
earning 2.1 cents an hour and she makes the money without anv nerv- 
ous strain, without any undue exertion, and makes it rea<lily and 
ea.sily, so it is a pleasure to work, and she is thriving under it. Tliat 
is an actual case.    Tliat is a practical application of this thing. 

Mr. DENLSON. Do you think that the civil-service law, which per- 
mits the Government to employ a class of laborers because of their 
having passed a certain examination, when they go into a certain class 
of work that the requirements of that oivil-service law would intorfero 
in any way with the application of this principled 

Mr! FEISS. I think not at all. 
Ml'. DENI.SO.\. What becomes of the men who become ciippled or 

maimed in the work under vour svstem * 
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Mr. FEISS. In nur lino of work  
Mr. DENISON. I do not mean particularly your business, but I mean 

• your system. 
Mr. FEISS. I do not know that th(^ workings of scientific manage- 

ment have particularly provided to take care of them, except it pro- 
vides at the right end better protection for him. You know that the 
safety experts will all tell you, without a singh^ exception, that safety 
devices and education are the two things to avoid accidents; that is, 
the preventive work: and of those two the most important is the edu- 
cative part of it.    1 believe then^ is no exception to that claim. 

Now, scientific management, in the first place, means that investi- 
gation has devised for all this work the best type of safety devices 
ever devised for the job; and, in the second place, a.ssuming all the 
responsibility they are assuming, of educating the worker in all aspects 
of his job, has accomplished that end: so that you will find the actual 
records in scientifically managed shops show it has reduced the num- 
ber of accidents. 

Mr. DENISON. I have no doubt of that. 
Mr. FEISS. But when it comes to taking care of them scientific 

management as practic^ed has not devised any one way, except in all 
scientifically managed shops with which I am acf^uainted there is a 
tendency to make a scientific investigation of the insurance possibil- 
ities, and many of them are adopting them. 

Mr. DENISON. But under practical application of the principles of 
scientific management, those who become crippled or maimed m any 
way in the course of their work necessarily have to be eUminatecf; 
is tliat true 'i 

Mr. FEISS. Yes; but they have to be taken care of. 
Mr. DENISON. That is, tney can not be retained in the work where 

they are not as efficient ? 
Mr. FEISS. Certainly. And the fellow who gets broken down 

from being driven, overworked, appears as a quitter. You will find 
the labor turnover, the men who quit scientific management shops, 
far less than under the old shops. We have records going back 
seven years by which the operator who is quitting writes down his 
reason for quitting and we write down ours, and our reason being 
the reason given by the employment sei^vice department, which has 
charge of the employee and tlie educative work, discipline, health, 
and so on of the worker, and makes an investigation of each case. 
And we have had not a single case in seven years where the investi- 
gation showed anybody quitting because of overwork, of overstrain, 
nor where the worker has claimed so, and we work at a good rate. 

Mr. DENISON. I have seen some concerns where employees get 
maimed and they retain them in the employement not because they 
are as efficient as others but because from a humanitarian stand- 
point they feel that the mdustry owes them that assistance. Do 
you think that is reconcilable with the efficiency system of scientific 
management ? 

Mr. FEISS. Oh, yes. Take the superannuated; you will find that 
scientific management has found several things; you will find many 
superannuated men like the oldest employee in our factory, the 
oldest man, who has been with us for 45 years and more, and he is 
well to do, very well to do.    He has statea on several occasions that 
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the object of his Ufe is to die in the employment of Joseph Feiss & 
Co. ^ow, it would be a crime to lay that man off for any reason 
whatever. That man was provided with a job, and scientific man- 
agement is finduig work that those superannuated employees can 
do very efficiently by moans of stop watches and other researches— 
lots of them. We have a number of old men who are taking care of 
work we did not know before they could do. 

Mr. SMITH. DO you believe in piecework, Mr. Feiss'i 
Mr. FEISS. I believe that the particular fonu of payment makes 

very little differoncs. I believe that a straight day rate lacks any 
initiative or lacks the idea of a dividend; that is, I believe that you 
should go out to the workers to train them; that you owe it to the 
community at large, from the point of view of production and service, 
to obtain the best possible output that you can. By "best possible 
output" I moan just what Mr. Taylor meant; that is, that amount of 
output which will make a skilled worker and make him thrive under 
it, just like your daily work under which you thrive. It does not 
mean ovenvork by any means: it elhninates over^vork. And in 
order to do so, because you want to do so, several things are necessary, 
one of which is tliat you obtain accurate knowledge of how the best 
possible work can be obtained and wliat are its limits. It has then a 
very certain confined radius thjvt limits the best possible work which 
a man can continuously perform day after day and year after year 
and which will not hann him but do bun good. 

Another thing necessary to do is to obtain that knowledge and to 
train him how to use tliat, to hnpart it to him; and tli3 second is to 
make it to his interest to do so. That is all scientific management. 
Now, he is not going to do it unless he is stimulated, as people call it; 
in other words, unless you make it to his interest and you have to pay 
him his dividend; and wherever we pay it in the way of piece rate, 
we arrive at a scientific piece rate, which we establish and is ab.so- 
lutel}" guaranteed and we will give a bond to these working assuruig 
them that rate. 

Mr. SMITH. IS your business conducted on piecework? 
Mr. FEISS. It is a form of piecework. It is a little bit complicated 

and has the bonus principle over a certain rate; but whether on the 
straight piecework, bonuses, differential, piece rate, or premium it 
makes no difference. Those arc forms which should bo used to guard 
the work, and the worker and some workmen understand one form 
better and like one form better tlian others. In one line of our work 
the most simple and practicable and useful form is the bonus method; 
in another work practically a straight piecework. Tlie point is to 
know definitely what he ought to earn and how much more ho wid 
get b)' conforming to the instructions and putting the best foot for- 
ward ; in other words, cooperation, so as to help you from the stand- 
point of production. 

Mr. SMITH. Your factory is run on a seven-hour basis ? 
Mr. FEtss. Oiu- factory is run on the basis that the ideal hours 

should be 48 liours a week or less. 
Mr. SiHTH. I understood you to say seven hours a day. 
Mr. FEISS. Personally I believe that mucli of the legislation on the 

48-liour basis is not altogether intelligent. I believe that the ulti- 
mate ideal working week for the worker is from eight to nine hours a 
day for five days a week.    I think there will be less waste. 
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Mr. SMITH. I dti not get you correctly on tluit. I understood your 
f^ictory opcnitod on a seven-hour basis ? 

Mi". FEISS. I want to explain that to you. We have no definite 
quittino; time. 

Mr. SMITH. Yes; 1 heard you explain that before. 
Mr. FEISS. Therefore if the workers accomplish their task in about 

the standard hours they will get off early, and the average working 
time for the vast majority of workers the 3'oar around in our factory 
is less than seven hours a day; that is, it is less than 45 liours a week. 

Mr. SMITH. Your factory is a very highly efficient factory; you have 
it very well organized, and I wiU ask you if you can run your factory 
successfully upon a seven-hour basis ? 

Mr. FEISS. With the aid of our thorough investigations of the 
research department, by time study with stop watcnes, and other 
time methods (we have made special devices and so on) proper 
research, proper distribution of returns, and proper organization—in 
other words, scientific management—I will say we are. 

Mr. SMITH. And you think a person can do a good day's work in 
seven hours, and possibly as much as ho ought to do ? 

Mr. FEISS. Yes; under those conditions. We are doing more than 
what you do. 

Mr. SMITH. Do you approve of having an eight-hour daj- system, 
or approve of eight hours ? 

Mr. FEISS. Yes; I believe that the working hours in every industry 
should be limited to those hours, whatever they happen to l)e, beyond 
which human energy will flag and tire; and they should be reduced 
as much more as scientific means of management, in the cooperation 
of the emploj'Cr aiid employee, can make them bj' saving time. 

Mr. SMITH. And you favor seven hours as a day's work, I take it t 
Mr. FEISS. Why^^ I favor a short week, Mr. Smith. 1 woulil like 

to be clear on that. 
Mr. SMITH. A seven-hour day. So that you will not be misled, 

a little while a^o the Borland amendment was up here. 
Mr. FEISS. I may have misunderstood your question. 
Mr. SMITH. The Government employees are working seven hours. 

A little while ago we had the Borland amendment up, which set eight 
hours' work, or an eight-hour workday for the clerk. That is in- 
volved in the question I am asking here. You think in the factory 
a man can do a good day's work in seven hours, and rather approve 
of a seven-hour day? 

Mr. FEISS. Yes; provided he does liis full day's work. 
Mr. SMITH. Oh, yes; he ought to be working faithfully. 
Mr. FEISS. I should say if a Government employee was required 

to do so much work a day as a standard, that a time study estab- 
lished, and if he can do it in five hours, all the better. 

Mr. SMITH. And I take it you would favor seven hours a day work, 
then? ' ' -^ 

Mr. FEISS. If plahi daywork, without any stimidatiog factor, I 
would certainly be against it. 

Mr. SMITH. Under your sj-stem of efficiency, seven houre would be 
sufficient? 

Mr. FEISS. Yes. I am not boasting of our system, because the 
system is not entirely ours.    We have developed it; the inspiration 
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has oome from many big men, although we have never employed a 
big man aboiit it. 

Mr. .SMITH. YOU have made a very fine e.xplanation. 
Mr. KEISS. I am willin" to boast; I am willing to say this, that in 

many (ifpartnifiils if the Government worker as well as other workers 
had their jobs scientifically time studied for them, that they would 
perform Tnore service for the Government for the same money or 
nelfer money, on l<>^s hours, at a cheaper cost. 

Mr. .SMITH. DO you think the manufacturing industry of the coun- 
try would be satisfie<l with a seven-hour day ? 

Mr. FEISS. I would not want to speak for them, because when you 
say ''manufacturing industry"  

Mr. SMITH. That is what we have to legislate for. We want to do 
the same by all tlie factories, and you are com])aring yours  

Mr. KEISS. Who do you mean, the management or the workers ? 
Mr. S.MiTH. 1 mean the factories, the proprietors and naanufac- 

turers, or the ones who operate the bu-siness. 
Mr. FEISS. YOU, of course, will find as many shades and differences 

of opinion as there are manufacturers. But I am sure that the best 
of them would be satisfied prt)vided that laws were uniform throughout 
the country. 

Mr. SMITH. The unifonn day provided by law is about 10 hours ( 
Mr. FEISS. The only objection I have ever heard by any manu- 

facturer worth while to the eight-hour law was the fact that his 
locality or State would force bun to work eight hours while the fellow 
in the State next door would be permitted to work longer, and that 
he would be more than satisfied if the Government passed legislation 
for aU along that line. In fact, you will find the attitude to be of the 
enlightened management, and more and more of them arc becoming 
enliglitened, that he is willing to have sane legislation ui a general way 
in onler to protect him from the man who has not got the right ideals 
and ideas. We would be delighted ourselves if you passed an eight- 
hour (lay. As 1 stated before, 1 myself believe that the best thing 
for the worker and for the industry, and their interests are mutual 
would be a limitation of the hours per week, so that the workers could 
put in their best efforts during five days of the week and get two 
whole days of rest. 

Mr. DENI.SOX. Are you acquainted with one Henry Ford, of 
Michigan i 

Mr. P'EISS. Very slightly: 1 know several of his managers. 
Mr. DEMSON. Does he have scientific methods m his factories? 
Mr. FEISS. He decidedly has not, only as to some mechanics and 

particidar operations. 
Mr. DEXI.SON. Hasn't ho a system of dividing profits and dividends 

at the end of the vear I 
Mr. FEISS. He fias some. 
Mr. DE.NISON. IS that reconciliable with scientific management, 

or not ? 
Mr. FEIS.S. It is not in the way it was done. Mind you, I am 

quoting my personal opinion. 
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STATEMENT  OF BEIG.  GEN.  WILLIAM CEOZIEE,  CHIEF OF 
OBDNAKCE, UNITED STATES ABMT. 

Mr. BROWNE. YOU may proceed, General. Wo are sorry we have 
not a full committee, but what you say will be taken down, and the 
members of the committee will all reaa it. 

Gen. CROZIEK. I am sorry I have not had the time at my disposal 
to be present at the hearings you have had so far, Mr. Chairman, and 
I may duplicate or attempt to duplicate some information you have 
already had. If so, it will not trouble me for you to stop me and tell 
me to go along on a different line. 

Of course, I am speaking of this bill that has been introduced by 
Mr. Tavenner, House of Representatives, No. 8665, and I have some 
things to be criticized very early in the bUl, commencing with the 
preamble. 

Mr. BROWNE. We have stricken the whereases out. That has all 
been stricken out. 

Gen. CROZIER. If they are all out of the record, I need not say 
anything about them, out if they are before you and within your 
cognizance, I would like to mention some things in which I tnink 
they are entirely incorrect and contrary to the fact, as the fact exists 
in the arsenals of the Ordnance Department. 

Mr. BROWNE. You may say what you care to about those. 
Gen. CROZIEK. In the second whereas here it is stated that a stop 

watch is used in timing the workmen while at work to ascertain the 
maximum amount of work possible for the moat capable man in a 
fiven time, and making it the standard time in which work must 

e done, and by a system of premiums and bonuses, together with 
disciplinary measures sufficiently severe to enforce the system, this 
standard time is the speed to which all workmen must eventually 
attain if they are to retain their employment. That is not true in 
regard to the arsenals of the Ordnance Department. The time in 
which a piece of work can reasonably be expected to be done Ls ascer- 
tained. It is not the fastest time which can be made by the most 
capable man. iVnd the standard time is one which is determmed by 
timing the work done by a good workman and then adding to that 
very considerable allowances of time, oftentimes as much as two- 
thirds, to get the standard time which workmen are expected to at- 
tain, and for attaining which they are given a very considerable pre- 
mium or bonus; and for measurably approaching it they are given 
some premium or bonus, witli the commendation wliich goes with a 
premium or bonus. 

In the third whereas given in the preamble it is stated that the tim- 
ing and bonus features will have the effect to further aggravate acci- 
dent disabilities and mortality. Our experience in the Government 
arsenals, particularly in the one where we have established time 
study and the premium system of payment to the greatest extent, is 
that the workers under the premium system are subject to a less per- 
centage of accidents than the workers who are working under the day 
system. So that the fact is the absolute contrary of this statement 
in this paragraph of the preamble. 

I had intended to make some definition of time study, but I fancy 
you have had that already, from the number and character of the 

86162—16 ^10 
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witnesses who have been before you, and I will not take up your time 
to repeat what jirobably has been very well said about tnat. I will 
add my testimony to that which you liavc probablj- had from other 
witnesses, that one of tlie principal features of time studv is to ehmi- 
nate the pacemaker, by whom an unintelheent standard is set merely 
by the exhibition of what he is capable of, and to replace him by a 
rational scientific study, the object of which is to indicate the time in 
which a work could reasonably be expected to be done. 

I think it is altogether likely, also, Mr. Chairman, that you have 
had a definition of a premium system. 

Mr. BROWNE. We have had several definitions, but I think we 
Would like to hear yours. 

Gen. CROZIER. It has been necessary in tlie War Department in 
operating under legislation which was contained in the Army bill of 
last year to arrive at some conclusion as to what a premium system 
is and what a premium pajTuent is, in contradistinction to piecework 
fajTncnt. The definition, as I have advanced it, and under which 

have operated in the arsenals of the Ordnance Department, is that 
the premium system amounts in effect to a piecework system with 
a low limit of pay beyond wiiich the compensation of the workman 
shall not be allowed to fall, in-espective of Ins output: and that a 
piecework system is a method of papnent in which the compensation 
depends directly u]H)n the output, is probably frequently propor- 
tionate, but alwa3^s depends upon it, and has neither a hign limit 
nor a low Hmit: the premium system having no high limit but havang 
a low limit. 

Now I will go on and state to you some of the experiences that the 
Ordnance Department has had under a time study and premium 
system as we have employed it. For your information I wiH state 
that at the Watertown Arsenal, which is near Boston, Mass., and 
which is the Government seacoast gun factory, where we also make 
armor-piercing projectiles, is the oiuy establishment at whicli I have 
installed both time study and premium payments. And at the 
other arsenals we have had instituted sometimes premium paj'ment, 
oftentimes piecework payment, but not time study; that is, as it is 
scientifically understood. 

As to the effect of our system at the Watertown Arsenal, I have 
made to me every month a statement of all the employees who have, 
during that month, worked for any part of tlie time under the pre- 
mium sj'stem. Here is the statement for the month of January, 1916. 
From this statement it appears that the total number of employees 
who worked on premium jobs at any time during that month was 
302 out of about 600 emploj-ees at tlie arsenal. Running down 
along the list of laborers, my eye is caught by the name of "C. J. 
Sullivan," who is an employee, and he has a total pay at his day 
rate during the month of January of $51.41. He made m premiums 
durinw that month S13.48. 

S. O. Brown, a $2-a-day laborer, whose pay under his day-rate 
compensation was $52, made $14.75 extra. I may say that all of 
these men received as day wages either $2 or $2.24; most of them $2 
and a few $2.24. Running down the list of premiums, I see one who 
made $14.87; one who made $11.72; one who made $16.04—and they 
vary from these high figures down to 55 cents, which is the lowest. 
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You understand that it has not been possible at the Watertown 
Arsenal to have all the work done under the premium system. 
Oftentimes it has been impossible to make time studies of the work. 
Sometimes there has been only one job of the kind to be performed, 
and a time study made of tliat job would have left nothing to which 
to apply it. But we have succeeded with the laborers in having 
something over 23 per cent of their work done under the premium 
syst«m. And the average premium which they earned was 33.42 
per cent of their total pay under their day-rate system; that is, those 
who worked on premium jobs on the average increased their pay 
while so working by 33.42 per cent. 

I have the list arranged by trades and I will leave the list with the 
stenographer, Mr. Chairman, if you care to have the list published. 

Ml'. BKOWNE. Tliat will go in the record. 
Gon. CROZIER. I will simply mention one or two rather striking 

instances of premiums, the largest of which are ordinarily earned l)y 
machinists. One machinist whose regular pay was .13.76 and who 
was apparently promoted during the mouth from $3.52, so that he 
worked 3 days at .?3.52 and 21 days at $3.76, has a total paj' at his 
day rate of .?96.56. He received as a premium $35.95. And I will 
give the summary for the machinists. Tliat was a high payment, 
of course. I do not mean to say that they all did like that. They 
did not. But they received on an average for the time they were 
working on premium jobs 24.75 per cent increase over their day 
pay. And as to the men by whom this kind of work was done and 
as to how it was spread out over the shop, I can say that during that 
month 67 per cent of all the work done by the madiinists was done 
on premium jobs; and the total amount of pay on premium jobs to 
the machinists was $2,222.79. 

Now, 1 can sum up the whole statement by saying that the total 
amount of premiums paid during the n-ontli of January to 302 work- 
men, who worked durin^ some part of that month on premium jobs, 
was .$3,304.07; so that Uie average amount of premium paid to each 
one of those employees who so worked was $10.94. The total amount 
of the pay roll for the arsenal for that month, including all employees, 
was .$45,808.43. 

Mr. SMITH. HOW many employees did you say, General? 
Gen. CROZIER. About 600. So you will see, Mr. Smith, that about 

half of them had premium jobs at some time during the month. 
(The statement furnished by Gen. Crozier is as follows:) 

Waterlown Arsenal, January, 1916. 

Total number of employees who worked on premium  302 
Total amount of premium paid    $3,304.07 
Average amount of premium paid per employee  $10. 94 
Amount of pay roll  $45.808. 43 

The above figures do not include the four men, nor the amounts 
paid them, mentioned on the last sheet of attached statement. 
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Premiums earned during month of January, 1916. 

LABORERS. 

1 Aver- 

No. Name. Time. Day 
rate. 

Total 
pay. 
day 
rate. 

Pre- 
mium. 

Total 
amount 

paid. 

Hours of 
premium 
time paid 

for. 

Hours 
worked on 
premium. 

age 
pre- 

mium 
per 
cent 

earned. 

AY n» hn. Urt. Min. HT>. Miv. 
3 P. McKeona  21 H 12.00 $46.31 $3.51 $49.82 14 2 42 25 33.08 
6 V. L. Carleton  2l\ 0 2.00 52.00 7.21 59.21 28 50 95 15 30.27 
7 C. J. Sullivan  24 5 2.00 51.44 13.48 64.92 52 55 172 20 31.29 

10 R. Fallom  IS 
4 

2.00 53.50 3.36 56.86 13 26 28 5 47.83 
11 M. Fairaher  23 2.00 49.13 6.48 55.61 25 55 72 10 35.91 
12 S. O'Brien  W 0 2.00 52.00 14.75 66.75 59 0 183 25 32.17 
14 P. Kilbride  24 0 2.00 60.00 10.11 60.11 40 27 132 55 30.43 
15 J. Callaghan  24 7+ 2.00 51.88 .16 52.04 0 39 1 40 39.00 
17 J. Gallagher  IS 4 2.00 40.00 2.04 42.04 8 9 22 35 35.09 
18 J.Wasllec  24 0 52.00 52.00 6.71 68.71 26 60 87 15 30.75 
19 P.J.Campbell.... 20 4 2.24 48.16 14.87 63.03 53 7 164 0 32.39 
ao I. Barnoth  22 0 2.00 52.00 6.07 58.07 24 18 68 5 25.09 
21 M. Manning  22 0 2.00 48.00 9.68 57.68 38 42 120 55 3101 
2S J. J. Pettit  24 4 2.00 53.00 11.12 64.12 44 28 123 15 36.08 
33 J. Meehan  16 1? 2.00 37.73 4.90 42.63 19 35 72 25 25.04 
34 J Blake . 13 0 

0 
2.00 
2.00 

26.00 
52.00 

5.85 
1.07 

31.85 
53.07 

23 
4 

25 
17 

76 
11 

0 
20 

30.81 
40 J. J. Britt  37.79 
4S D. J. Callahan  19 3^ 2.00 44.84 5.60 50.44 22 25 45 20 49.45 
52 M. Lynch  

A. DlTulUo  
25 2.00 52.00 16.04 68.04 64 10 186 40 34.38 

56 20 2| 2.00 42.71 3.74 46.45 14 58 43 20 34.54 

DF 
86 L. B. Frye  24 7 2.00 51.75 5.44 57.19 21 46 57 30 37.88 
94 25 0 2.00 52.00 1.09 53.09 4 21 11 55 36.50 

DH 
8 0. L. Needham... 23 7 2.24 55.72 .60 56.32 2 8 10 30 20.32 
9 C. S. Bassett  22 5 2.24 57.54 .55 58.09 1 58 8 0 24.58 

AD 
64 J. Connolly  

Total.   .. 

25 0 2.24 58.24 5.41 63.65 19 20 48 35 39.79 

159.84 630 11 1,885 65 34.24 

Premium percentage of shop— 
630 hours 11 minutes 

•33.42 per cent. 1,885 hours 55 minutes 
Hours worked on premium is 23.16 per cent of the entire working time of all employees of the same class. 

TEAMSTERS. 

AY 
3 W. M. Costello... 18   0 $2.24 $40.32 $13.01 $63.33 46   28 144   0 32.27 
5 T. I.eamv  25   0 2. CO 52.00 16.17 68.17 64   41 200   10 32.31 
8 P. Magufre  10   bf. 2.24 28.16 5.75 31.91 20   30 61   26 33.38 

29 C. W.Beckwlth.. 

Total  

25   0 2.00 52.00 15.27 67.27 61     4 178   10 34.28 

60.20 192   43 683   46 33.06 

•n.     , ...        192 hours 43 minutes   „„ „, 
Premium percentage of shop-ggg^^^^^j^jj^;^.33.01 per cent. 
Hours worked on prvmiiim is 92.74 per cent of the entire working time of all employees of the same class. 

ENGINEER OF LOCE CRANE. 

AY 
R. H. Russell., 28   IJ $89.00 $82.79 $16.82 $99.61 47   31       154   16       30.80 

Premium percentage of shop—30.80 per cent. 
Hours worked on premium is 68.33 of the entire working time of all employees of tbe same cla.<is. 
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Premiuma earned during month of January, 1916—Continued. 

RIOOEK. 

No. Name. Time. Day 
rate. 

Total 
pay. 
day 
rate. 

Pre- 
mium. 

Total 
amount 

paid. 

Hours of 
premium 
time paid 

for. 

Hours 
worked on 
premium. 

Aver- 
age 
pre- 

miuni 
per 
cent 

earned. 

AY 
13 H.Pitts  

D». hrt. 
28   5} 166.00 165.33 $13.54        178.92 

Hr: Min. 
49   14 

Hr: Min. 
159   45 30.83 

Premium percentage of shop— H0.S2 i>er cent. 
Hours worKed on premium is 24.18 per cent of the entire worldng time of all employees of the same class. 

APPRENTICE MOLDER. 

DF 
19    F. U. Klrwao  24     J S2.28 S57.14 S8.18 SOS. 32 28   43 134   10 21.40 

Premium percentage of shop• 21.40 per cent. 
Hours worked on premium is 69.70 per cent of the entire worIcing time of all employees of the same class. 

SKILLED LABORER. 

AY 
28 

DW 
69 

P.J.Noone  

P.R.L. Smith... 

Total . 

20   7| 

25   0 

S2.S6 

2.80 

IM.21 

72.80 

U4.20 

.42 

t60.41 

73.22 

44   22 

1    12 

132   40 

3   3S 

33.44 

33.49 

14.62 4S   34 136   16 33.47 

T>   _< _ .        .1.        46 hours 34 minutes   „_ ,, . 
Premium percentage of shop-j-gg^g^^jj mimitS-^** P«' ""'• 
Boors worked on premium is 4.38 per cent of the entire working time of all employees of the same class. 

SKILLED WORKMEN. 

AY 
16 M.Tuohy  24   0 12.40 $62.40 $4.93 167.33 16   26 44 25 36.98 
51 T. Quirke  26   3 62.00 61.74 14.04 78.78 a 19 167 20 32.4S 

DS 
27 J. O'Brien  24   6] 2.24 80.83 4.90 e«.73 17   29 •SI 16 34.11 
39 W.M. O'Brien... 22   0 2.24 54.32 7.23 61.55 25   48 81 5 31.82 
41 T. J. C'onway  24   0 2.48 59.52 8.90 68.42 28   43 90 45 31.64 
45 H. O'Comior  

Total  

25   0 3.28 85.28 2.62 87.90 6   23 24 15 26.32 

42.62 149    8 469 5 32.23 
• 

„ , _. .        , L       149 hours 8 minutes   „„ ,„       __ . 
Premium percentage of 'hop-^^g^^^^j^^-^jjj^--32.49 per cent. 
Hours worked on premium is 21.60 per cent of the entire working time of all employees of the same class. 

HOLDERS. 

DF 
4 
5 
7 
8 

J. J. Flynn  
J. F. Oatte  
J.nicklln  
T. K»ne  

19   0 
5 0 

25 0 
25 0 
25   0 

3 7 
23   6i 

$3.04 
3.52 
3.52 
3.62 
3.62 
3.52 
3.52 

$60.80 
17.60 
91.52 
91.52 
91.52 
13. U 
87.34 

$4.75 
2.19 

18.02 
21.09 
13.00 
1.81 

16.20 

$65.56 
19.79 

109.54 
112.61 
104.52 
15.45 

103.54 

12   30 
4   59 

40   58 
47   56 
29   33 

4     7 
6   50 

72 
38 

186 
164 
113 
24 

110 

I 
25 
50 
40 
35 
20 
40 
50 

17.24 
12.83 
21.95 
25.12 

10 
11 
12 

G. E. Lawson  
J.H. Murphy.... 
J. R.Cooney  

Total  

28.07 
16.69 
33.23 

 1 ;  77.06 176   S3 711 20 22.46 
1          1 

„      , .        , ,.        176 hours 53 minutes Premium percentage of shop—jjj 24.87 per cent. -1 hours 20 minutes 
Hours worked on premium Is 70.19 per cent of the entire working time of all employees of the same class, 
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Premiums earned during month of January, 1916—Continued. 

HOLDER'S HELPERS. 

No. Name. Time. Day 
rate. 

Total 
pay, 
day 
rate. 

Pre- 
mium. 

Total 
amoimt 

paid. 

Hours of 
premium 
time paid 

for. 

Hours 
worked on 
premium. 

Aver- 
age 
pre- 

mium 
per 

cent 
earned. 

DF 
39 
45 
47 
49 
50 
54 

O.O.Wright  
J.I". J.Ryan  
J. Manning  
W.F.Culllnane... 
M.Tierney  
M. Burke. 

Ds. hrs. 
23 7» 
20   6j 
24 0 
20   0 
20 4 
25 0 
25   0 
28   4 
25   0 
21 4 
23   0 

$2.24 
2.24 
2.00 
2.00 
2.21 
2.24 
2.00 

70.00 
2.24 
2.00 
2.00 

155.86 
57.82 
62.00 
42.00 
48.16 
58. 24 
52.0(1 
as. 84 
58.24 
52.00 
48.00 

$15.22 
7.88 
1.06 
1.92 
3.91 
.12 
.02 

6.25 
6.10 
1.33 
3.59 

$71.08 
65.68 
53.06 
43.92 
52.07 
:>s. 36 
52.02 
75.09 
64.34 
53.33 
51.59 

BT». Min. 
34   21 
28    5 

4 15 
7   40 

13 58 
25 

4 
21   28 
21   47 

5 19 
14 22 

HTS. Min. 
137     5 
69   50 
12   15 
17    50 
33   35 

50 
1    15 

80   55 
57   45 
IS   50 
35   40 

39.65 
46.94 
34.69 
42.99 
41.59 
50 00 

55 W. Lyons  5.33 
59 
60 
63 

T.J.Lyons  
C. Murphy  
D.Flsher  

26.53 
37.72 
33.88 

66 J.J.Moran  

Total... 

40.28 

47.38 171    44 452   50 36 30 

T,      , ^        , ._        1/1 hours 44 minutes ^« . Premium percentage of shop—jv^-r TT;—;—i -—37.92 per cent. ' " >•   452 hours oO minutes ' 
Hours worked on premium is 10.74 percent of the entire working time of all employees of the.sameclass. 

CHIPPERS. 

DF 
41 
87 
88 
89 

J.F. Tovey  
R.Lannon  
J.Connolly  
J.J.Connolly  
T.Flanagan  
M.J.SulUvan  
F.E.Howland.... 

N.Barry  

25   0 
23   0 
25   0 
25   0 
22   0 
25   0 
25   0 

25   0 

$2.24 
2.48 
2.32 
2.56 
2.24 
2.24 
2.24 

2.24 

$i8.24 
64.48 
00.32 
68.66 
51.52 
58.24 
58.24 

58.24 

$10.00 
4.26 

15.52 
4.98 
8.14 
6.33 

10.21 

11.21 

$S8.24 
68.74 
75.84 
71.54 
69.66 
64.57 
68.45 

89.45 

33 
13 
53 

42 
44 
31 

116 
42 

154 

55 
45 
45 

30.53 
32.13 
34.58 

93 
96 
98 

DM 
312 

29 
22 
36 

40 

5 
37 
27 

2 

99 
83 

122 

115 

35 
S 

55 

0 

29.21 
27.22 
29.65 

34.81 

Total  70.6.5 231 8 735 0 31.16 

Premium percentage of shop. 
231 hours 8 minutes 

-31.45 per cent. 735 hours. 
Hours worked on premium is 37.35 per cent of the entire workmg time of all employees of the samecbLss. 

FURNACE HELPERS. 

DF 
85 E English  28 ^^ $70.00 $64.85 $4.99 $74.84 17 ( 46 50 36.5fi 

DS 1 
29 J. 

J. 
Hart  3 

2.5 
0 
0 

X24 
2.24 

6.72 
58.24 

L43 
8.07 

8.17 
66.31 

5 
28 

11 
48 

23 
95 

00 1 
15 , 

23.54 
30 H. i^onahue.... 30.04 
37 P J. Curran  24 fl^ 2.16 S5.76 7.58 63.34 28 5 43 50 ' 64.07 
41 T J. Conway  4 8 2.24 4.48 .01 4.49 2 1 :«) 2.23 
46 0 DlLutio  

Total    . . . 

22 IJ 2.24 «e.22 8.40 74.62 30 00 96 00 31.25 

30.50 109 13 306 25 31.15 

„      , . ._       109 hours 13 minutes 
Premium percentage of shop-jf^ ^^^^ 25lninuuS-^'" P" ""'• 
Hours worked on premium is 36.67 per cent of the entire working time of all employees of the same class. 

FOREMAN MACHINIST. 

DIf 
3 A.Crawford    28   7} $1,800.00 $129.72 $18.17 $147.8 
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Premiums earned during month of January, 1916—Continued. 

GANG BOSS. 

No. Name. Time. Pay 
rate. 

Total 
pay. 
day 
rale. 

Pre- 
mium. 

Total 
amount 

paid. 

Hours of 
premium 
time paid 

tor. 

Hours 
worksd on 
premium. 

Aver- 
age 
pre- 

mium 
per 
cent 

earned. 

DM 
4 F. D. Bums  

O.O.Sthol  
J. D. Flynn  
O. H. Jone,s  
W. F. Pemiy  
H. E. Fisk  
R. B.Stackhouse. 
J.F.W. Hedge... 

Total  

D>. hr: 
29   0 
29   0 
29   0 
2S   0 
28   7) 

1100.00 
100.00 
100.00 
100.00 

JIOO.OO 
100.00 
100.00 

OR K7 

$12.96 
9.62 
5.02 

13. BA 
17.24 
11.01 
17.33 
12. S6 

1112. S6 
109.62 
105.02 
110.63 
117.03 
30.80 

110.66 
112.56 

Hri. ifin. Brt. Mln. 

6 
... 

7  1  
g 

10 in) nn :    as 79 
11 4   7} i      100.00        19-7B 
12 27   D         100.00 

27  5]      ion. on 
93.33 

100.00 IS 

117.47 

TOOLMAKERS. 

DM. 
18 
23 

C. E. Hunt  
J.J. Collins  
 do  
M.H.Nethercote. 
 do  

12 
4 

21 
4 

15 
6 
4 

2! 
25 

4 
21 

4 
20 

3 
18 
24 

4 
0 
0 
0 
0 
0 
0 
0 
0 
0 
0 
0 

I' 
0 
4 

13.76 
3.28 
3.52 
3.68 
4.56 
4.80 
3..')2 
4.16 
3.28 
3.52 
3.76 
3.28 
3.52 
3.62 
4.16 
3.28 

152.64 
16.40 
73.92 
18.40 
68.40 
28.80 
17.60 
87.36 
85.28 
17.60 
78.86 
16.40 
73.70 
15.84 
74.88 
83.64 

12.43 $56.07 6 10 6 40 91.18 

23 
24 

8.70 W.11 20 21 se 50 3T.81 

74 :::::::::: 
34  do  ii6.66 12 CO 
25 F. 8. Atwood  
 do     25 .43 

2.30 
105.39 
87.78 « 

60 
6 

6 
77 

50 
20 

12.20 
29 ('. J. Tarr  7.89 
32 CM. T.Anderson. 
 do  32 6.97 103.53 14 38 104 5 14,38 

M O.A.Erhardt  
 do  36 5.99 96.09 14 16 146 5 9.7S 

37 W. F. Toomy  
 do  
E. Swensson  

Total  

37 
119 

15.93 
2.73 

106.66 
86.37 

33 
6 

31 
40 

108 
36 

30 
25 

30.89 
18.31 

45.77 101 61 563 45 24.49 

Premium percentage of !mop-"" h°"g »' °''°"'»^-18.80 per cent. 
653 hours 45 minute.s 

Hours worked on premiiun is 19.50 per cent of the entire working time of all employees of the same class. 

MACHINIST. 

31 O.F.Lincoln  25 0 3.04 $79.04 $2.19 $81.23 S 48 90 6 6.40 
33 M. B.Hassett.... ?5 n .3.28 8.5.28 25 02 110.30 61 2 198 50 30.70 
34 (J. H, Havne  22 7} 3.04 72.68 3.48 76.16 9 9 '*7 50 32.88 
38 W. J.Cusack  ?.'. 0 3.28 8.5.28 32. IV, U.S. 14 80 9 194 10 41.28 
39 J. Driscoll  4 n 3.52 17.60 5.37 22.97 12 13 
39  do  21 n 3.76 78.96 20.06; 99.02 42 189 5 29.03 
41 T. J. Sheehaii  
 do  

4 
21 

0 
0 

3. .52 
3.76 

17.60 
78.96 41 33.96 130.51 73 14 190 5 38.53 

42 H.W.Carlsin... 
 do  

4 
21 

0 
0 

3.28 
3.52 

19.-W 
73.92 42 25.78 116.10 58 36 169 10 34.54 

43 W. H. Ash  25 0 3.04 79.04 .11 79.13 18 50 60 .59 
44 H. D. 'tolwrU.... '.)3 3I| 3.04 77. .52 7.64 85.16 20 7 1.16 5.5 14.69 
45 C. HellquLst  34 0 3.28 82.00 17.68 99.68 43 8 120 60 36.70 
47 P. C. McCilmiU... » 0 3.52 91.32 13.68 105.20 31 5 2a5 •V) 15.10 
48 1). F.Mannu.... 22 0 3.04 75.24 7.85 83.09 20 39 171 40 12.03 
49 B..S. Ford  25 0 3.28 8.5.28 12.67 97.95 30 .54 225 20 13.71 
60 E. A. PetUrson .. 
 do  

4 
21 

0 
0 

3. r,i 
3.76 

17.60 
T8.!»6 60 36.96 1.32.51 76 30 210 20 38.37 

61 C. I.. tJendnin  n n 3.04 79.04 7.46 86.50 19 .38 101 30 19.34 
62 M.  C.  Cunning- 

ham  24 0 3.28 .82.00 16.41 98.41 40 2 169 45 23. ,58 
63 W.S.Clarke  24 0 3.04 79.04 .13 79.17 20 1 .V> 17,39 
64 A. E. MaCTu.sjn.. 25 0 3-2H 8.5. 28 18.14 lai. 42 44 14 181 35 24.38 
.M 8. E. Beck  ->.> 0 2.80 72.80 8.18 .SI). 98 23 22 174 15 13.41 
67 J. F. MKarlhy... n M 2. SO 69. S) .83 7a 06 2 22 8 23 28,12 
59 O. liorKsirom  24 0 .1.28 82.00 :iO. 05 112.05 73 18 245 2.5 29.87 
01 A. i>e Rov  22 3 3.28 84.87 8.67 9.-J..54 21 9 210 55 16.10 
63 P. Urew  . 25 0 3.04 .     79.04 12.75 , 91.79 :n 34 181 5 18.54 
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Premiums earned during month of January, 1916—Continued. 

UACHINIST-Continued. 

No. Name. Time. Day 
rate. 

Total 
pay, 
dav 
rate. 

Pre- 
mium. 

Total 
amount 

paid. 

Hours of 
premium 
time paid 

lor. 

Hours 
worlted on 
premium. 

Aver- 
age 
pre- 

mium 
per 
cent 

earned. 

M C. R. Barlow  
 do  

Ds. 
4 

21 
4 

21 
23 
24 
23 
21 
25 

4 
7 

2.i 
2 

21 
25 
25 
25 
23 
24 

7 
22 

7 
24 

4 
20 
24 

4 
21 
25 
25 
25 
23 
25 
25 
25 
26 
2 

19 
24 
23 

4 
21 
18 

4 
31 
24 

4 
21 

4 
21 
23 

4 
20 
24 
22 
14 
25 
23 
23 

4 
20 
25 
25 

4 
21 
3 

IS 
3 

20 
24 
24 
23 

hn. 
0 
0 
0 
0 
0 
li 
4 
0 
0 
0 
5 
0 
li 
0 
0 
0 
0 
4 
7 
0 
0 
0 
6i 
0 
0 
6 
0 
0 
0 
0 
0 
0 
0 
0 
0 
0 
0 
4 
5 

0 
0 
0 
0 

? 
0 
0 
0 
4 
0 
4 

V 
7 
0 
4 

g' 
7J 
0 
0 
0 
0 
0 
1] 
2i 
6) 
7 
7 
0 

».S2 
3.76 
3.28 
3.52 
3.28 
3.28 
3. r,2 
3.04 

•     3 (H 
3.2S 
3.52 
3. .12 
3.28 
3.52 
3.04 
2.80 
.3.04 
3.2S 
3.04 
3.m 
3.28 
3.52 
3.04 
3.04 
3.28 
2. SO 
3.2S 
3.52 
3.28 
3.04 
3.01 
3.28 
3.04 
3.01 
3.04 
3.04 
3.2s 

3.01 
3.04 
3.52 
3.711 
3.04 

1^X04 
3.28 
3.28 
3.04 
3.28 
3.04 
3.28 
3.28 
3.28 
3.52 
.XOI 
3.04 
3.04 ' 
3.04 
3.28 
3.28 
3.04 
3.28 : 
3.04 
2.56 
3..W ' 
3.70 ; 
3.28 
3..'i2 
3.04 
3.28 
3.28 
3.04 : 
3.28 

117.60 
78.96 
16.40 
73.92 
7a 72 
S4.26 
90.64 
69.92 
79.04 
16.40 
26.84 
91.52 
16.40 
73.92 
79.04 
7Z80 
79.04 
80.36 
7S.li« 
24.32 
75.44 
28. IG 
7a. 47 
15.20 
68. N8 
71.75 
lfi.40 
73.92 
8.1.28 
79.04 
79.04 
82.00 
79.04 
79.04 
79.04 
79.05 
13.12 
68.64 
77.90 
7,<1.47 
17.60 
78.96 
75.43 
1.5.20 
6S.88 
84.67 
15.20 
68.88 
15.20 
68. S8 
8,5. 28 
16.40 
72.16 
77.43 
79.04 
78.66 
79.04 
80.38 
.to. 87 
1,'i. 20 
68.68 
79.04 
86. .56 
17.60 
78.96 
13.12 
55.33 
13.02 
68.27 
84.S7 
78.66 
78.72 

Hrt. Min. Hrt. . Wfl 

M (41.00 $137.56 88 34 222 5 39.88 
65 J. A. Forrest  
 do  65 17.09 

20.77 
14.53 
21.40 
14.21 

.18 

107.41 
99.49 
98.79 

112.04 
84.13 
79.22 

38 
,50 
35 
48 
37 

50 
40 
26 
38 
24 
28 

153 
177 
192 
244 
143 
204 

00 
10 
40 
20 
20 
25 

23.38 
66 
67 
69 
70 
72 
73 

J. J. Henrv  
F. A.Ilolwav.... 
8. G. Halberjt  
J.W. McDonald.. 
A. F. Nulling.... 
V. Sweawn  
 do . 

28.60 
18.39 
19.90 
36.09 

.23 

73 8.55 
5.65 

,H1.79 
97.17 

19 
12 

52 
51 

57 
48 

15 
40 

34.70 
75 
76 

N.O.Gould  
C. J. Mumane  
 do ... . 

26.40 

76 35.06 
28.04 
4.95 

19.29 
20.27 
14.01 

.l>5 
16.07 
7.51 
8.11 

125.88 
107.08 
77.75 
9S.33 

100.63 
92.70 
24.97 
91.51 
35.67 
86.58 

80 
73 
14 
,S0 
49 
36 

39 
17 
21 

49 
48 

9 
46 
26 
57 
43 
12 
4 

20 

ISl 
196 
191 
193 
175 
199 
55 

154 
60 

144 

40 
45 
40 
45 
30 
00 
50 
35 
20 
40 

44.49 
77 
79 
80 
81 

A.H.Dili  
E. J. Fag.m  
F. A.Nugenl  
R. Smith  

37.48 
7.3^ 

26.20 
28.17 

82 
83 
84 
85 
86 
87 

T. Whit worth.... 
C.J. Frecholte.... 
0. Cheney  
E. J. Waterman.. 
L. Anderson  
J. J. Coimhlin  

18.57 
3.07 

25.36 
28.29 
15.84 

87 1 do  
88 1 P. OaJInev  
90 1 E. M. Bufiu  

8.92 
13.03 

93.66 
84.7S 

21 
37 

51 
14 

158 
194 

30 
10 

13.79 
19.18 

90  do  19.07 
9.36 
8.12 

30.76 
9.18 

20.21 
9.83 
7.66 

24.50 

109.99 
94.04 
87.16 

109.79 
91. IS 

105.25 
88.87 
86.70 

103.54 

45 
22 
21 
80 
22 
68 
25 
20 
64 

2 
50 
22 
55 
24 
59 
52 

9 
28 

267 
30 

ni 
227 
167 
195 
99 

154 
189 

35 
35 
5 

40 
00 
20 
•25 
40 
25 

16 83 
91 
92 
93 
<M 

E. L. Barker  
M. F. Cheevers... 
F.B. Hardy  
E. Tones  

74.66 
16.30 
35.54 
13.41 

05 
96 
97 
98 
99 

P. T. Hughes  
W. P.CroAs  
J. P. Liirkln  
0. W. etiart  
A. M. FUlebrown. 

35.32 
26.02 
13.03 
24.03 

99 
100 
101 
102 
102 
104 
lOS 
105 

 do  14.96 
5.43 

2.04 

96.72 
83.33 
80.51 

34 
14 
5 

39 
1; 
23 

154 
101 
16 

5 
25 
20 

22 49 
J. V. N. Beemau.. 
0. M. Whlttier... 
W. Barker  
 do  

14.08 
32.96 

22.38 
4.10 

U.S. 94 
79.53 

47 
10 

37 
48 

161 
65 

15 
55 

29 53 
H. C. Orr  16.38 
E. PuhpaL  
 do  22.52 

7.15 
106.60 
91.82 

.56 
17 

43 
27 

365 
138 

20 
00 

21,38 
109 
107 

C. G. Llnd.<rtrom.. 
W. H.Mullen.... 
 do  

12.64 

107 18.79 102. 87 46 10 156 30 29 50 
108 T. F. Mulrean....! 
 do I 
0. F. Olidden.... 
F. L. Hapworth..' 
 do  
T.Conrad  
H. A. Brown  
W. W. Carter ' 
A. Kartj  

108 
109 
111 

13.01 
.19 

97.09 
85.47 

32 14 
2S 

144 
6 

10 
20 

22.36 
8.75 

111 
113 
114 
115 
116 

11.70 
6.40 
8.47 
6.49 

2.';. 40 
2.10 

15.03 

100.26 
83.83 
87.51 
8,5.15 

104.44 
82.46 
95.90 

26 
16 
22 
17 
S6 

5 
36 

56 
50 

5 
50 

8 
39 

136 
56 

127 
87 

144 
114 
162 

20 
5 
5 

30 
00 
35 
20 

19.76 
30.01 
17. ,53 
19.52 
46.41 

117 
118 
120 

ir. E. W«st  
0. B.Sohlrmer... 
F. J.ChrLsteusen.J 
 do ( 
P.J. Kelliher  
E. T. Robv  
J. A. Marlvean...; 
 do • 
J. J. Mitchell 1 
 do 1 

4.47 
33.58 

120 
131 
122 
123 

10.18 
11.23 
3.40 

94.06 
90.27 
09.90 

25 
29 
10 

70 

4i 

46 
27 
38 
29 

n 
34 
38 

52 

12 

'3 
24 
13 
18 

118 
1.S2 
167 

167 

144 

187 
154 
199 
82 

5.5 
30 
20 

is 
26 

"5 
SO 

35 

21.05 
16.20 
0.35 

123 
134 

32.40 
 1 

128.96 45.07 

124 18.05 ; 86.50 28.55 
125 T. H. ChatTe  
 do  125 18.71 

11.23 
14.52 
12.01 , 

100.00 
96.10 
93.1s 
90.73 , 

24.61 
128 
130 
131 

T. E. Farrell 1 
B. L. i'clierer  
E. A. Uaoson  

17.70 
19.20 
35.48 
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Premiums earned during month of January, /9i6—Continued. 

M.\CHINIST-Contlnued. 

No. 

132 
133 
135 
136 
138 
140 
141 
141 
143 
144 
145 
146 
146 
147 
148 
148 
149 
150 
151 
153 
154 
157 
157 
158 
168 
160 
162 
163 
165 
168 
171 
173 
174 
176 
177 
178 
180 
181 
182 
183 
18S 
185 
186 
189 
191 
192 
193 
197 
198 
201 
201 
202 
203 
206 
208 
209 
210 
211 
212 
215 
219 
220 
221 
221 
224 
225 
226 
230 
234 
247 
28S 

Name. 

E. Hess  
T. F. McGowan.. 
T. V. .\uCoin.... 
M. J. Costlmn.... 
A. M. Stirlmg.... 
D. C. Moreland... 
P. W. O'Donnell. 
....do  
D. Friberg  
N. E. Parnell  
A. S. Pearce  
C.F.Carlson  
....do  
C. E. Norrby  
J.McFarland  
....do  
W.C. Fisher  
M.J.O'Brien..... 
1.8. Pearson  
r. L.Laccj'  
r.A.Suhre  
O. W. Greenwood. 
....do  
R.T. Lorrey  

do. 
A. A. Authier 
J. T. Brown. 
E. F. Smith 
B. C. Button. 
W.J.BIalce 
O. J. Frylcman. 
P. J. O'Keal 
J. D. Regan 
\V. Edwards 
J. Hughes 
P. W. Clausen 
A. Andreen 
M. W. Bowen. 
W. R. Connell 
F. W. Rattek.. 
E. Hanf 

do 
E. F. Delaney.... 
O.H. Major  
P.J.Conrad ' 
E. D. Farley <l 
F. O. Franson  
J. C. Dicselman... 
T. H. Rogers  
C. Hansen  
 do  
—.—.Sylvia.... 
0. A. Biom  
A. F. Almquist... 
J. J. Hayden  
J.W.Herbert.... 
J. W. Di->iond.... 
D. J. Roche  
C. E. OuUbrand.. 
A. Greenwold  
W. .S.Jordan  
W. a. Kemilscn.. 
8.C. Bree,se  
 do  
J. Durh  
E.W. Ltndquist.. 
M.J. O'Halloran.. 
E..*.Willey  
M. Kellv  
C. F. Roche  
J.C. Albrecht, Jr. 

Time. 

Da. hn 
24 
24 

T 

25 0 
25 0 
9 11 

10 0 
4 0 

21 0 
24 7 
25 0 
24 
3 6 
20 7 
25   0 

20 6 
13 0 
10 1} 
25 0 
25 0 
25 0 

5 0 
20 1 
25 0 
18 0 
18 0 
25 0 

22 Si 
22 0 

4 0 
21 0 
24 2 
22 6J 
23 4 
24 7i 
22 3 

2W I J. S.Jostedt. 

12 0 
25 0 
22 3J 
25 0 
24 3 
23 7 
20 0 
24 6 
25 0 
25 0 
25 0 

4 0 
20 7i 
24 7i 
25 0 
19 0 
21 3] 
21 0 
25 0 
23 0 
24 7J 

Dav 
rate. 

3.04 
3.04 
3.04 
2.80 
3.04 
3.0J 
3.04 
3.28 
3.04 
3.04 
3.28 
3.28 
3.52 
3.04 
3.04 
3.28 
3.04 
3.04 
3.04 
2.80 
3.04 
3.28 
3.52 
3.04 
3. 28 
3.04 
.3.04 
2.56 
.3.04 
3.28 
3.04 
3.04 
2.80 
3.04 
3.04 
3.04 
3.04 
3.04 
3.04 
3.04 ! 
3.28 I 
3.52 
3.04 
3.2S 
2.80 
3.04 
3.(W 
2.56 
2.80 
3.04 
3.28 
2.80 
3.28 
3.04 
2.80 
3.04 
3.23 
3.04 
3.04 
3.01 
3.04 
3.04 
3.04 
3.28 
3.04 
3.28 
3.04 
3.04 
2..S6 
2.80 
2.80 
3.28 

Total 
pay. 
day 
rate. 

Pre- 
mium. 

1 

78.85 
78.47 
79.04 
72.80 
31.98 
79.04 
15.20   . 
68.88 
78.66 
79.04 
85.08 
15.79   . 
73.70 
79.04 
15.20 
68.88 
71.82 
50.16 
79.04 
37.80 
20.14 
16.40 
72.16 
13.20 
68.06 
39.52 
41.20 
66.56 
79.04 
85.28 
18.24 
64.22 
72.,SO 
57.76 
57.76 
79.04 
77.52 
79.04 
72.01 
79.04 
16.40 
73.92 
79.04 
81.39 
70.00 
78.85 
79.04 
52.18 
70.00 
15.20 
68.88 
36.40 
85.28 
68.21 
72.80 
77.14 
SL.W 
63.84 
79.04 
79.04 
79.04 
79.04 
1.?.20 
68.68 
78.85 
8.5.28 
66.88 
70.49 
58.24 
72.80 
72.80 
85.08; 

22.43 
21.89 
21.17 
16.39 

.38 
2.27 

35.43 
10.78 
33.39 
26.81 

13.16 
18.32 

16.73 
13.95 
9.37 

11.70 
.73 

2.65 

23.67 

12.11 
.06 
.08 

13.27 
17.72 
22.71 
4.81 

20.66 
21.93 
3.67 
8.37 

15.00 
10.27 

.49 
21.79 
12.44 

Total 
amoimt 

22.93 
6..33 

.24 
14.38 
23.33 
20.60 
8.06 

15.15 

14.45 
11.37 
5.47 
2.48 

23.38 
18.37 
29.33 
10.93 
8.80 

16.22 
10.26 
21.76 

22.70 
2.-). 16 
27.04 
13.51 
10.14 
14.25 
22.08 
9.92 

28.78 

101.28 
100.36 
100.21 
89.19 
32.36 
81.31 

119.51 
89.44 
112.43 
111.89 

102.65 
97.36 

100.81 
85.77 
59.63 
90.74 
38.33 
22.79 

Hours of 
premium 
time paid 

(or. 

Hours 
worked on 
premium. 

Hrt. Afto. 
59 1 
57 37 
55 43 
46 60 

1 .. 
5 58 

87 32 
28 22 
87 53 
65 24 

30   24 
4S   13 

112.23 

95.37 
39.68 
41.28 
79.83 
96.76 

107.99 
23.06 
84.88 
94.73 
61.43 
66.13 
94.04 
87.79 
79.53 
93.80 
91.48 

41 1 
36 43 
24 40 
30 48 

2 6 
6 59 

66   41 

29 59 
10 
13 

41 28 
46 38 
55 23 
12 40 
64 22 
62 39 
9 40 

22 2 
39 29 
27 1 

1 18 
57 21 
32 44 

Hrt. Min. 
199 30 
195 30 
187 .. 
192 5 
46 50 
62 33 

200 5 
71 5 

199 45 
191 15 

155    13 
195   36 

Aver- 
age 
pre- 

mium 
per 

cent 
earned. 

169 15 
165 35 
118 5 
19.5 5 
96 00 
36 40 

194 

113.25 
85.37 
81.63 
84.38 

102.18 
99.64 
60.22 
85.15 

54 « 
16 39 

36 
41 5 
61 24 
54 12 
26 11 
3 18 

98.63 
47.77 
90.76 
70.69 
96.18 
95.51 

110.92 
74.77 
87.84 
95.26 
89.30 

100.80 

38 1 
32 30 
13 20 
6 32 

66 48 
48 20 
71 33 
28 46 
23 10 
42 41 
27 .. 
57 16 

106.58 
104. 01 
112.32 
79.39 
80.63 
72.49 
94. R8 
82.72 

113.86 1 

57 25 
66 13 
65 58 
32 56 
26 42 
44 32 
63 5 
28 20 
70 12 

160 35 
32 15 
52 30 

189 5 
173 50 
\f)l 00 

40 00 
164 SO 
ISS 20 
27 20 

193 00 
129 15 
99 30 
13 50 

177 00 
99 20 

228 10 
140 25 
67 50 

186 25 
192 50 
164 20 
130 20 
171 15 

168 20 
93 30 
66 5 

la) 16 
200 (X) 
175 40 
156 55 
128 20 
62 30 

208 13 
196 15 
226 55 

184 50 
199 30 
156 15 
128 35 
99 40 
113 35 
200 00 
164 50 
200 5 

29.58 
29.47 
29.80 
24.38 
2.14 
9.53 

•43.'75 
39.90 
44.00 
34.20 

19.38 
24.65 

24.23 
22.17 
20.89 
15.79 
2.19 

19.05 

29.23 

18.63 
.52 
.41 

21.93 
26.83 
35.28 
31.67 
35.11 
3.3.27 
35.37 
11.42 
30.56 
27.15 
9.40 

32.40 
32.95 

23.71 
11,86 

.88 
22.04 
31.84 
32.98 
19.32 
25.28 

22.58 
34.76 
20,18 
6,33 

33.40 
27.51 
45.60 
22.42 
37.07 
20.50 
13.76 
24.24 

31.06 
33.19 
42.22 
2,3.61 
26.79 
39,01 
31.54 
17.19 
35.09 
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Premiums earned during month of January, 1916—Continued. 

MACHINIST-Continued. 

No. Name. Time. Day 
rate. 

Total 
Ptt-V) 
day 
rate. 

ITe- 
miiim. 

Total 
amount 

paid. 

Hours ol 
premium 
time paid 

for. 

Hours 
worked on 
premium. 

Aver- 
age 
pre- 

mium 
p<r 

cent 
earned 

318 
318 
329 
331 
333 
34K 

C. A. Sherwin.... 
U. 11. Hernianson. 
H.ll. Beaton  
A. Kanaan  
A. E. Peckhaii.... 
F. Holjworth  

.... do  

Dt. hn. 
24 J 
17 6 
2i   0 
18 7J 
25 0 

4   0 
20   7i 
2,5   0 
22   5J 
24   7 
22   0 
22   0 
3   7J 

14    4 
13   0 
19 0 
24   6i 

3.04 
3.04 
2.80 
3.04 
2.80 
3.04 
3.28 
3.04 
3.04 
2.80 
3.04 
3.04 
3.04 
3.28 
2.80 
,3.04 
3.04 

79.04 
79.04 
72.80 
78.85 
72.80 
I.'>.20 
68.68 
79.04 
72.01 
72.45 
79.04 
69.92 
lli.Ol 
68.88 
39.20 
6.1.84 
7S 47 

27.98 
17.57 
5.92 

12.93 
12.11 

103.99 
96.61 
78.72 
91.78 
84.91 

HrJ. Jirin 
73   33 
46    15 
16   56 
34     2 
34   37 

rin. Min 
158   10 
136   00 

57   45 
144   55 
147   00 

46.50 
34.01 
29.32 
23.48 
23.55 

348 15.90 
2.74 
1.07 

17.91 
13.63 
6.50 

99.78 
81.78 
73.08 
90. .16 
92.67 
76.42 

39   14 
7   13 
2   49 

SI    10 
35   52 
17     6 

164   45 
58   45 

102   40 
170   2 
160     5 
187   45 

23 81 
353 
354 
358 
359 
3«1 
366 

J. T. Wallfe  
L.E.Allen  
J. E. KilUon  
J. J. J. Conneamey 
M.J.Lyons  
A. Oohr  

12.38 
2.74 

30.04 
22.40 
9.11 

366 
62 
 do  
V. H.( omiell..... 
J. A. Dlrvraneer.. 
H. J. White   

18.64 99.83 
39.20 
63.84 
78.47 

38   37 143   45 
77   20 
5   60 

41    IS 

26.86 

152 
155 

Total  

. 
I 2,222.79 8,619   37 22,718   40 1      23.7B 

_.     , .        , t 5,619 hours ,17 minutes   „. ., 
Premium percentage of shop-sr,-,„-i ,. -.—.- -24.74 per cent. "^        ^ '    22,ilSlK)ursl0mmut<>.s ^ 
Hours worked on premium is 67.13 jMr cent of the entire working time of all employees of the same class 

MACHINIST'S HELl'EB. 

T>M 
214 M. Egan  24   0 »2.(I0 t,50,00 (3.10 153.10 12 25 34 0 36.52 
21(1 0. L. Veno  15   7i 2.24 35. 70 .50 36,20 1 47 98 ,5.5 1,80 
228 T. F. Kelly  25   0 2.00 .W.OO 14.55 66, .SS 58 12 139 25 41,75 
229 W. F. (icherrer... 24   7J 2.00 51.94 .89 52,83 3 .13 22 .55 15,49 
2:<2 E. I>. DavLs  24   0 2.40 60.00 3.40 (B. 40 11 20 174 ,5,5 6.48 
233 1'. Kelly  25   0 2.40 (-.2.40 8.14 70. .54 27 8 (J6 40 40.70 
215 J. T. lively  23   n 2.40 ,i7.00 l.iio 59.15 5 9 55 0 9,36 
252 E. Colligan  25   0 2.00 52.00 .83 52.83 3 18 35 20 9, ,14 
2S1-. M. J. riancy  

T. runningham.. 
19   0 2.24 44.80 .5. ,50 50.30 19 .19 71 ,50 27.35 

a-,8 2.1   0 2,00 52.00 10.13 62.13 40 31 157 15 25.77 
259 r. J. Davis  23   4 2.00 50.00 8.66 58. (i6 .14 39 132 30 26.13 
263 P. Ward  2'i   0 

22   5 
2.00 
2.24 

52.00 
52.92 

3.11 
13.49 

57.11 
06.41 

20 
48 

2(1 
10 

.58 
132 

5 
,\5 

:15.18 
270 W. F. Burke  36.24 
275 B. F. Ixird  24   7 2.24 ,57.96 .1)6 5S.02 13 122 40 
277 J. A. Feelev  23   4 2.00 41. ,W 3.98 ,W.48 15 .56 ,5:1 15 29.92 
292 E. F. Malloy  20   6) 2.40 52.28 4.f4 .W.92 

^ 
28 85 10 18.10 

298 A. T. Leonard  24   0 2.00 ,51), (10 (1.87 5(1.87 28 128 35 21.36 
299 J. Mulhem  25   0 2.24 58,24 2.35 (10.50 8 24 .50 .K) 16.63 
:«M J. J. (iahan  22   0 2.00 4«, 00 3.78 49.78 15 48 45 31.01 
30(1 J. H. I'omfrey  24   S 2.00 51,2.5 10.84 62.09 41 21 127 5 34.11 
322 B. W.(!rillin  23   0 2.00 .w.oo a 41 5(1.41 2.-. 41 111 10 23.13 
332 .1. Hehir  5   0 

24   6 
2.00 
2.00 

10.00 
51.50 

.25 
3.06 

10.2,5 1 
12 

1 
15 

2 
52 

43 
40 

36.97 
3.15 E. J. Williams.,.. 23.20 
.140    E. L. Eadio  22   1 2.00 46.^5 7.40 51, (V5 23 37 88 .50 .13.34 
342 1 VV. P. flill  22   0 2,00 ,52.00 .95 52.92 3 4:i 14 .V5 2.5. .59 
360 , W. L. Creene  24   6 2,00 ,52,00 1.03 5.1,6,5 6 .13 17 30 37.(12 
365 J. Blood  25   0 

25   0 
2.0O 
2.00 

52.00 
52.00 

11. U3 
4.98 

(3.63 
,56.98 

40 
19 

30 
54 

190 
37 

16 
0 

34.44 
309 J. E. Leighton  53.78 
370 3.3. Murphy  

Total  

24   4 2.24 57.12 57.12 14 0 .  .. 
144,72 557 ,18 2,324 .50 24.88 i 

jo7 hours ;w mmiites 
•124 hours ;A) mmiites ' 
M per cent of the entire working time of all employees of the same class 

„        , .... ^>0( Hours-v* luiiiiiitw „ 
Promiiim percentage of shop—;rT77,.-. —   .,. -^ —.   —23.^*9 per cent ' " •       2,-124 hoi"""  "»" mtiiiMtK: ' 
Hoiira worked on premium is 10.^ per 



METHOD OF DIBECTING WORK OF GOVEENMENT EMPLOYEES.      155 

Premiums tamed during month of January, 1916—^Continuod. 

CORE MAKER. 

No. Name. Time. Day 
rate. 

Total 
pay, 
day 
rate. 

Pre- 
mium. 

Total 
amount 

paid. 

Hours of 
premium 
time paid 

for. 

Hours 
worked on 
prcmliun. 

.Aver- 
age 
pre- 

mium 
per 
cent 

earned. 

DF 
76 I.J. SuUlvan  

Dn. hrs. 
24   6) 13.52 tSl.52 t9.93 S101.4S 

Hrs. Min. 
22   34 

Hn. Min. 
47   45 47.20 

Premium percentage of shop— 47.2« per cent. 
Hours worked on premium Is 24.0fi per cent of tlie entire working time of all employees of the same class. 

SCREW MAKER. 

DM 
159 P. J. Mahony. 24   4 $2.80 rZ.SO      til. 28 $84.08 32   14 25        19.03 

Premium percentage of shop—19.03 per cent. 
Houis worked on premium is 86.44 per cent of the entire working time of all employees of the same class. 

MACHINE APPRENTICE. 

DM 
1«6 A. F. Frani. 21   4) tl.92     143.32 $5.84 t49.I6 24   21 148   35 16.39 

Premium percentage of shop—16.39 per cent. 
Hours worked on premium is 10.08 per cent of the entire working time of all employees of the same class. 

TOOL GRINDER. 

DM 
34> E. Sherman. 24   7i $2.24 $58.10     $15.1 $73.99 56   44 125   25 43.24 

Premium percentage of shop — 45.24 per cent. 
Hours worked on premium Is 62.87 per cent of the entire working time of all employees of the same class. 

TOOLSMITH. 

D8 
38 S. Mallet. 24   0 $3.28 $82.00 $S. 50       $90.50 

Premium percentage of shop—21.60 per cent. 
Hours worxed on premium is 50 per cent of the entire working time of all employees of the same class. 

STEAM HAMMER  DRIVER. 

DS 
42 }. Shea. 25   0 $2.24 $58.24 $3.80       $62.04 28.63 

Premium percentage of shop —26.63 per cent. 
Hours worked on prcmiiun is 25.50 per cent of the entire working time of all employees of the same class. 

BLACKSMITH. 

DS 
3 
7 

M.T.Glynn  
J. W. Wbieh  
T. Coleman  
J. Houllalian  
0. L. I.«rentz30n. 

Total  

25   0 
25   0 
25   0 
19   0 
23   0 

$3.52 
3.04 
3.28 
3.04 
3.04 

$91.52 
79.04 
85.28 
60.80 
72.96 

$12.36 $103.88 
79.04 
83.87 
64.78 
82.92 

28     5 43   50 
8   35 

137   55 
32 40 

166   .. 

64.07 

6 
9 

13 

8.59 
3.98 

19.96 

20   .58 
10   28 
52   31 

15.20 
32.04 
31.64 

44.89 112     2 389    .. 28.59 

Premium percentage of shop- ^i^.^'?? '"'"?**? -28.80 per cent. 
*»!>" Hours. 

Hours worked on premium is 34.36 per cent of the entire workbig time of all employees of the same class. 
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Premiumt earned during month of January, 1916—Contiuued. 

BLACKSMITH HELPER. 

No. Name. Tim?. Day 
rate. 

Total 
pay, 
dav 
rate. 

Pre- 
mium. 

Total 
amount 

paid. 

Hours of 
premium 
time paid 

for. 

Hours 
worked on 
premium. 

Aver- 
age 
pre- 

mium 
per 
cent 

earned. 

DS 
22 
23 
24 
25 

P. DlLuzio  
J. Kendall  
E. A. McDonough 
P. Biu'ke  

Dt. hrs. 
24 0 
19   0 
23   0 
25 0 
22   3{ 
22   0 
25   0 
25   0 

$2.16 
2.16 
2.16 
2.16 
2.16 
2.16 
2.18 
2.16 

$56.16 
4.3.20 
51.84 
50.10 
52.31 
54.00 
56.16 
56.16 

$14.18 
3.60 
2.21 
2.42 
5. ,54 
5.27 
1.72 
.90 

$70.34 
46.80 
54.05 
68.58 
57.85 
59.27 
57.88 
57.06 

Bra. Mhi. 
52   32 
13   19 
8   12 
8 as 

20   30 
19   32 
6   23 
3   20 

Hri. Min. 
160   00 
96   00 
26   45 
49   45 
71    10 
48   20 
24   15 
11   00 

31.65 
13.87 
30.65 
18.02 

29 J. Hart  28.80 
34 
36 
40 

T. Mulholland.... 
W. J. Petlpas  
M.J. O'Brien  

Total  

40.41 
20.32 
30.30 

35.84 132   46 493   15 27.50 

Premium percentage of shop- l?2hours46minnt«i_ 20.92 per cent. 
493 hours 15 minutes 

Hours worked on premium is 26.39 per cent of the entire working time of all employees ot the same oiss s. 

PAINTER. 

DW 
74 
78 

H. A. Gildersleeve 
J. F. Mallanaphy 

Total. 

13   0 
25. 0 

$2.88 
2.72 

$61.56 
70.72 

$0.19 
.78 

$61.75 
71.50 

31 
2   17 

2   48 

4   09 
17   25 

21   25 

12.92 
13.11 

13.02 

Premium percentage oishop- 2 hours 48 minutes = 13.07 per cent. 
21 hours 2;i nunute.s 

Hours worked on premium is 6.69 per cenl of the entire working time of all employees of the same class 

CARPENTER. 

DW 1 
52    J.Connelly  
58 1 J. J. Ryan  
89    E. A.Carlsson.... 
67 ' J. G. Tonigren... 

25   0 
25   0 
25   0 
35   0 

$3.28 
3.28 
3.04 
2.80 

$85.28        $3.38 
85.28        25.58 
79.01        36.39 
72.80        29.90 

$88.66 
110.86 
115.43 
102.70 

8   15 
62   24 
95   46 
85   26 

18    5 
223   50 
215   40 
235   60 

45.62 
27.88 
44.40 
36.23 

Total         95.25 251    61        603    25 38.53 
1 

„      , .        , t        251 hour.s 51 minutes    „„. 
Premium percentage of shop = -^^r^^^^^ 25Hunut6s= ^-^^ P*' ""'• 

1 lours worked on premium is 38.89 per cent of the entire working time of all employees of the same class. 

MASON HELPER. 

DW 
79 J. McLaughlin....! 25   0 $2.40 $62.40 9.72       $72.12 32   23 39   45 81.47 

Premium percentage of shop equals 81.47 per cent. 
Hours worked on premium (s 19.87 per cent of the entire working time of all employees of the same class. 

MACHINE OPERATORS. 

DM , 
351    A. Frater |   S   7 $2.SG $25.28 $25.28 58   25 

Hours worked on premium is 63.15 per cent of the entire working time of all employees of same class. 
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Piecework earned during month of January, 1916. 

No. Name. Time. Day rate. Piecework. 
Total. 

amount 
paid. 

AY 
8 

TEAMSTERS. 

p. Mugulre  

LABOBEBS. 

M. Farraher  

P.J.Campbell  

SKILLED LABOBEK. 

P.J. Noone  

Total  

Di. hrt. 
10  5A 

23   ii 

20   4 

20  71 

t2.24 

2.00 

2.24 

2.56 

2 trips, at 11.49 per trip equals $2.98 
2 trips, at $1.12 per trip equals    2.24 

S5.2Z 

11 1 trip, at SI.35 per trip equals...               $1.35 
1 trip, at 11.16 per trip equals    1.16 

3 84 
19 1 trip, at 11.49 per trip equals.  1.49 

28 2 trips, at I1.2S per trip equals J2.66 
2 trips, at 11.49 per trip equals    2.98 
5 trips, at Si.71 per trip equals    8.55 

14.09 

24.64 

Total premium equals 83,314.80. 
Total hours worked on premium is 41.24 per cent ol Uie total time worked by all shops. 

WATERTOWN ARSGNAI., 

Watertown, Mass., March 10,1916. 
From: Commanding Officer. 
To: Chief of Ordnance. 
Subject: Premiums earned during January, 1916. 

1. Inclosed lierewitli, in duplicate, is statement of premiums earned at this 
arsenal during the month of January, 1916. 

C. B. WHEELEB, 
Colonel, Ordnance Department, 

Mr. BnowNE. Do you run day and night shifts, General? 
Gen. CROZIER. Night shifts now only on the big tools, such as the 

large boring mills. Not to weary you with too much detail as to 
the experience of the Ordnance Department in the seven years dur- 
ing which we have been installing and practicing this system of 
scientific management, I will tell you that a good deal of our ex- 
perience is set forth in Senate Document No. 800 of the last session 
of Congress—the Sixty-third Congress, third session; and if any- 
one should be interested in looking at that document, I would sug- 
gest that he would read first pages 2 and 3, inclusive, which cover 
the reasons for the existence of the docwment; that he would then 
read from page 33 to 60, inclusive, which give extracts from my 
annual reports for various years, commencing with the year 1907, 
which extracts state the experience of the Ordnance Department, 
giving an account of our experience and some of the incidents of 
the practice of this system. I would suggest that he next turn to 
page 13 and read pages 13 to 32, inclusive, which are instructive 
pages, in that they give reprints of certain petitions signed by em- 
ployees of the arsenal, rather numerously, against the continuance 
of the system, mention a number of complaints in regard to it, and 
give also my own answers to those complaints. Those petitions, 
statements of complaint, and the answers to them, I think, ai*e quite 
instructive; and nobody can really understand this subject imless 
he understands what is in those papers and the others that are 
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quoted here. Then the reader can proceed to the final pages of 
the pamphlet, commencing with page 61, and read what is stated 
in my last report, the report for 1914, at least, which finishes out 
that pamphlet. 

I can say now that the charges that have been made against the 
system as we employ it group themselves under two general classes. 
One class comprises complaints that some have an opportunity' to 
earn premiums under this system and that other men do not have 
the opportunity. I am willing to state that it would be desirable 
that all men should have an opportunity to earn premiums and that 
we are doing our best to ^ve tlie opportunity to all men and that 
we are continually increasing tlie percentage of the work whicli is 
done under the premium system. I would like to draw your atten- 
tion to the fact that that complaint is a complaint, not of the system, 
but of the absence of it. It is a complaint that it does not go far 
enough; that the benefits are not extended to enough people. There 
is no statement, however, in the complaint that those who do not 
get the advantage of working under the premium system are at any 
disadvantage compared with their own previous state. There is no 
complaint that their wages are reduced or that the opportunities for 
earnings are reduced. Such complaint could not be supported by 
the facts, and it is not made. And next perhaps, as analogous to that 
complaint, there is one that the high-grade men are not given an 
opportunity to earn premiums under this system, that it is par- 
ticularly a system for the advance of the low-grade worker, the man 
in the nature of a machine operator. I wish to state to you that 
that complaint is also entirely out of accord with the fact. The fact 
is just the other way, as far as our experience has gone in the Ord- 
nance Department and as exemplified at the Watertown Arsenal. 
You will see fi'om this document to which I have called attention 
that to those one or two complaints there stated the answer is given 
in figures. The substance of the answer is that the proportion of 
the high-grade men, the actual number and the proportion of them 
who receive the benefit of the premium system, is greater than that 
of the lower-grade men. In other words, the highest-grade nien are 
benefited the most by the system as we have practiced it at the 
Watertown Arsenal. 

I wish to add here that until this system came along we had no 
method, and, as far as I know, industry in general had no method, 
for giving these high-gi-ade employees, who are not pieceworkers, or 
very rarely pieceworkers, an opportunity to increase their wages by 
output, as pieceworkers are ordinarily given the opportunity to 
increase their wages by their output. You are all familiar with the 
fact that many jneceworkers are either unskilled workmen or are 
skilled in only one particular line and operate machines which are 
oftentimes partially automatic and that they become very skillful 
in their own line and c^n turn out large amounts of work. And 
those men secure for tliemselves the same wages as much higher- 
class employees are able to earn at straight daywork. It is not at 
all uncommon for a pieceworker to make $.3.50 a day at piecework, 
and it is not at all uncommon to find high-class machinists at day- 
work that will make only $.3.50, or receive only $3.50 a day. Now, 
we give to these high-class machinists an opportunity, by means of 
time study and the premium system, to increase their pay at some- 
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thing like the ratio that the man of less skill increases his. I will 
state to the committee that this method of scientific management 
constitutes the first instance in which tlie high-gi-ade worker is let 
in to a share in the advantages which come from better methods of 
production. 

The other general charge that is made against the system is that 
under it men are overworked. It is all very well, it is claimed, to 
give men higher pay. but high pay is not worth what it costs if it 
wears a man out. And it is charged in general terms that our system 
overworks a man. That charge is almost entirely unaccompanied, 
as far as the Govei-nment establishment is concerned, with any speci- 
fications. Every time there has been anything like an instance of 
alleged overwork I have investigated it. We have never found a 
man at the Watertown Arsenal who has said that he was overworked. 
We have found one or two cases when some men have thought that 
other men have been overworked; but in such cases we have found 
that the other men would vigorously deny it. In another case, where 
comi)laint was made of overworking, a man who was called upon to 
operate several machines, I investigated it and disco\ercd, as is 
usually the case in operating machines, that tlie man during the ma- 
jority of the time had nothing to do but stand and watcli liis ma- 
chines do the work; that his own efforts were called up<m only dur- 
ing a very small proportion of his time, and even then those efforts 
were not strenuous. In regard to the charge of overwork it is diffi- 
cult to see how a conclusion can be arrived at without an investiga- 
tion of the establishment on the spot. I have tried luy best to have 
an investigation of our proceedings made at the Watertown Arsenal. 
In 1011 the House of Representatives appointed a special committee 
which went up to tiw AVatcrtown Arsenal and made an investigation, 
largely by an examination of witnesses. They did a minimum 
amount of investigation by observation in the shops. The system 
was then new and they found a good many men who said that they 
did not think that they would like it. Most of their complaints were 
at that time based upon apprehension, because the system was too 
new to have had experience with it. As a result of this investiga- 
tion, that committee did not condemn anything that it stated it found 
at the Watertown .Vrsenal. It mentioned a good many represensible 
practices which it stated should not be indulged in, but it did not 
find and it not not say it had found any of those practices at the 
Watertown Arsenal. It ended by recommending that there should 
be no legislation on the subject. 

I afterwards thought that I saw an opportunity for an investiga- 
tion when Congress created the Federal Commission on Industrial 
Relations, and I asked the Secretary of War to request that commis- 
sion to make an investigation at the Watertown Arsenal, and to re- 
port its conclusion therefrom with its recommendations. The com- 
mission did not investigate the Watertown Arsenal. However, it 
employed a committee, of which Prof. Hoxie, of Chicago, was chair- 
man, and of which Mr. Valentine and Mr. Frey were members, which 
committee made a very thorough investigation of the AVatertowu 
Arsenal. But it made no report of the results of its investigation 
of that establishment, and did not state whether it found any prac- 
tices up there which should not be indulged in. or whether it found 
a meritorious state of affairs.   It stated nothing about the Water- 
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town Arsenal. I was informed by Prof. Hoxie that his committee 
received no instructions upon that subject and had not any intima- 
tion that it should make a report upon the Watertown Arsenal, after 
its investigation. 

So that I have not been able to secure, so far, the result of a re- 
port on the Watertown Arsenal, except the one made by the House 
of Representatives in 1911, which recommended that there should 
be no legislation. I have no doubt that many of the statements that 
are made to your committee and many of the statements that are 
made on the floor of Congress, in both Houses, are believed. I can 
say to you that many of them are entirely unworthy of belief, be- 
cause they are absolutely incorrect, and oftentimes absolutely un- 
true. 

When the legislation along the lines of this bill was added to 
the Army bill last year, the proponents of the amendment to the 
bill whicn carried the legislation made a speech in defense of it— 
Mr. Deitrick. Mr. Deitrick made the same misstatement in regard 
to the task time which is made in the preamble to this bill. He 
said that an attempt was made by the use of the stop watch to get 
the shortest time in which the best workman can perform a given 
piece of work, etc., and by this means to get the task time for the 
]ob. Then he makes a statement which is true, that two-thirds of 
the task time is then added, and that this gives the time for the job. 
Later on he states that the man must work faster and for this faster 
work the Government allows him a premium, based on the number of 
minutes he saves Avithin the task time. This premium is in addi- 
tion to his regular wages. Now, there is a misstatement—I do not 
wish to be understood as stating any statement I have just read of 
Mr. Deitrick's was a misstatement. They are true down to this 
point, except the statement that you get the shortest time in which 
the best workman can perform a piece of work. We do not make an 
effort to get the best workman; we are satisfied with any good work- 
man. But when he says the Government allows him a premium 
conditioned on the number of minutes he save within the job time, 
the job time being determined as he says it is determined here, he 
is inaccurate; although I doubt not he is unintentionally so. A very 
substantial premium of 33J per cent is given him for reaching that 
job time. Now, underetand that job time is obtained by timing a 
good workman, and seeing the time in which he can do the work, the 
shortest time if you like, and then adding to that two-thirds, and 
that is the time taken then as the task time. Then in order to get 
the time for coming within which a man will commence to get a 
premium, two-thirds of that is added again, and that second two- 
thirds Mr Deitrick does not mention. He says he is given a premium 
for everything he saves within the task time obtained by adding only 
two-thirds to the shortest time in which it is ascertained a man can 
do the work. 

Mr. SMITH. DO I understand if a man can do a piece of work in 
a day, as ascertained by this investigation, that you add two-thirds 
to that time within which to do a piece of work? 

Gen. CROZIER. We add two-thirds to that time before we reach the 
time within which we commence to pay him a premium to do this. 

Mr. BROWNE. Just take a concrete statement of that number of 
hours figured out. 
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Gen. CROZIER. All right; I will give you a statement. Suppose it 
is ascertained by this timing process that the shortest time in which 
a good workman can do a piece of work is an hour and a half. Two- 
thirds of that time, or an hour, is then added to that time, which 
gives two and a half hours for doing that piece of work. Now, that 
IS regarded as the standard time or the task time. If he does that 
piece of work within two and a half hours he gets 33^ per cent 
increase of his pa}'. Then, again, two-thirds is added to that. 
Taking two-thirds of two hours and a half  

The CHAIRMAN. Would make 250 minutes. You started with 90 
minutes and added two-thirds, which makes 150 minutes, and then 
two-thirds of that added will make 250 minutes. 

Gen. CROZIER. Yes; 250 minutes. Now, then, for every minute 
he comes within 250 minutes  

Mr. DENISON. It is 150. 
Gen. CROZIER. NO ; 250 minutes. We started in with 00, added 60, 

which makes 150, and two-thirds of 150 is 100; and add tiiat and it 
makes 250. Now, for every minute he comes within 250 minutes he 
is paid extra for half a minute of time; and that rule—you will see 
by following it out—will give him 33J per cent of his pay, if he 
makes the time of 150 minutes, and not 90 minutes, which is set down 
as the quickest time in which he can do the work. That is the rule 
that is followed. The second two-thirds which is added there is in- 
variable. The first two-thirds, namely, the allowance over the short- 
est time in which it is found a man can do the work, is not invariable: 
but there is a substantial allowance which oftentimes reaches two- 
thirds. 

Another statement which Mr. Deitrick makes and to which I have 
already alluded: He says this system increases the possibility of 
serious, if not fatal, injuries to the workman. That is directly at 
variance with the facts as ascertained and reported. He gives an 
instance in which he says—I will quote him: 

Only last October n painter was killed while trying to earn ii few extra <'ents 
as premium held out to him by the management as an indueement to Inirry with 
his worlj. 

I happen to know all about that incident, because I was more or 
less accidentallj' present at the arsenal when it occurred and saw the 
man immediately after. The man was working on a premium job, 
but there is nothing whatever to connect that fact with the accident. 
That is a gratuitous statement, not being founded upon anything 
whatever in the way of evidence that would afford a reason for sup- 
posing his work on a premium job had anything to do with the acci- 
dent. I can describe the accident to you. The man was working 
upon the roof of a building—painting the roof—and he used an ap- 
pliance which is very common with painters, a long plank with cleats 
nailed across it to serve as .supports, something like steps. This plank 
was laid lengthwise up and down the roof, and laid so the end of 
the plank was caught in the eaves—<!aught in the spout—so as to hold 
the plank from sliding down. And he moved up and down the plank 
and painted the roof, and then shoved it along horizontally and 
moved up and down again. 

In one position of the plank it passed over a skylight. The plank 
was quite strong enough to bear his weight when he passed over the 

36162—16 11 
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skylight, and he proceeded to pass over it, but he failed to realize 
that in passing over the skylight when he got to the point where the 
plank would not be supported under him he bore that portion of the 
plank down and tipped up the lower end out of the eaves. The plank 
then slid down, with him on it, and he fell to the ground and was 
injured so that he died shortly afterwards. Now, that had not a 
thing in the world to do with the work on the premium system, as 
could easily have been ascertained by inquiry, indicating that this 
was a reckless statement. 

Another case given.   He says: 
As recently as December 21 last, four days before Cliristmns, a .voung 

laborer, 36 years old; while piling pig lead, was killed. Althougli the latter 
was not worlving under the premium system nt the time lie met his death, the 
man preceding him in handling tlie pig lead was working under the premium 
system, and the evidence Indicates that the careless manner in which the 
premium worker handled the pig lead made it more diflicult, if not more 
dangerous, for tlie laborer to pile it, and not only consurae<l more of the 
laborer's time but indirectly contribute<l to the laborer's death. 

There is no evidence that shows that at all. 
The CHAIRMAN. May I ask what you are reading from? 
Gen. CROZIER. I am reading from a speech of Mr. Deitrick in the 

House of Representatives, January 22, 1915, in support of the 
amendment that contained some of the legislation that is in this 
bill before you. I am simply taking this occasion to refute some 
of the statements on which 1 believe action of this kind has been 
based heretofore, and if I had a chance on each of the statements 
before action was taken on them I think I could have refuted all 
of them. This is the only opportunity I have had to refute those 
statements in order that the refutation might have some effect. 

Mr. NOLAN. Did not you have that opportunity of submitting a 
statement to the committee in the Senate after the bill passed the 
House ? 

Gen. CROZIER. I did not have an opportunity to submit any state- 
ment to the Senate committee, any evidence of my own, after I saw 
this speech. The speech was not published until January 27, and it 
was too late to say anything about it before the committee of the 
Senate. 

Mr. NoL.\N. Had the bill passed the Senat* ? 
Gen. CROZIER. The amendment was rejected in the Senate, and 

then was added to the bill in conference. 
Now, there is another statement made by Mr. Deitrick" in regard 

to the discharge of a foreman blacksmith, and he lays that to the 
premium sj'stem. The correspondence on that subject is at the dis- 
posal of the committee, if you wish to see it, which will show con- 
clusively that this foreman was not discharged for anything that 
had anything to do with the premium system. Among other things, 
he sa}s that the foreman stated to a workman under him that the 
time allowed the workman in which to complete a job was insuffi- 
cient; that the job that was given him to do with one of these task 
times affixed to it was one that he could not do within the given 
time; which was an unforemanlike act. This difficulty in connec- 
tion with him had nothing to do with the premium system, and he 
was not discharged for it; but if he made such a statement, it was 
an unforemanlike act. 

Mr. NOLAN. What is the name of that foreman? 
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Gen. CROZIER. Glynn. 
Mr. NOLAN. YOU covered all that and filed a statement in the 

hearings in the last Congress. 
Gen. CROZIER. Last year I filed all that correspondence, but it was 

after I filed that correspondence that this speech was made. 
The petitions mentioned in Senate Document No. 800 were signed, 

it is true, by numerous emploj'ees. There are some letters which I 
have here by other employees, which speaic about the same conditions 
and give the views of those employees, which are opposed t<> those 
of the petitioners. 

When the amendment carrying similar legislation to that which 
is now proposed was added to the Army bill last year, in order to let 
the employees see what the effect would be, I gave it, by order, the 
same effect that it would have if it became law; that is to say, I 
directed that the premium payments cease at that time, except those 
which had already accrued. I thereupon received a petition signed 
by several hundred employees of the Frankford Arsenal, where pre- 
mium payments were made, asking that my action be withdrawn. 
The petition is interesting, as it gives the ideas of those employees 
in regard to the premium system. The premium system, as I have 
said before, was established at Frankford Arsenal at that time. The 
petition is not very long. It has been published in the Congressional 
Record in connection with the debate on this subject in the Senate. 

Mr. NOLAN. Was it not also used in the House at the time there 
was debate on that amendment by either Mr. Moore, or some other 
Representative from the city of Philadelphia? 

Gen. CROZIER. I do not know, Mr. Nolan. I do not think it was, 
but perhaps I am not quite accurate in regard to this particular pe- 
tition. It is dated January 28, and it could have been used in the 
Senate. It could have been used in the House, too. Here is the 
petition: 

PETrrtoN. 
FRANKFOEI)   .\R.SErJAI,, 

Pliiladclphia, Pa., January 28, 1915. 
CHIEF OF OBDNANCE, UNITED STATES ARMY, 

Washington, P. C. 
DEAR SIB: We, the nnderslgned employees of the Frankford Arsenal, do re- 

spectfully enter our protest against the Instructions received from you yester- 
day suspending all premium payments at this arsenal. We have been informed 
that your action Is based upon lejrislation contained in the Army bill recently 
passetl by the lower branch of Congress, and that therefore your action is out 
of respect for the views expressed by that body. Our reasons for protesting 
are ns follows: 

1. The premium system of payment was established in the manufacture of 
smnll-arms ammunition about five years ago, and that there was a complete 
understanding between ourselves and the management of the arsenal that there 
would be no reduction of the premium rates while the manufacturing processes 
remain the same. This agreement has been lived up to by the management 
and by ourselves and to the mutual satisfaction of all concerne<l. 

2. We believe that this system has been eminently successful, because, accord- 
ing to publishetl reports, the manufacture of small-arms ammunition at Frank- 
ford Arsenal presents a decide<l economy when compared with costp of the same 
ammunition procured from private manufacturers. 

3. The premium earned by nil the employees engagefl in the manufacture 
of small-arms ammunition during the month of December, 1914, has amounted 
to .$3,747.72, or to approxinuitely $45,000 for the year, and therefore the 
abolishing of the premium system means an annual loss to us of approxi- 
mately $45,000. 
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4. Many of us, based uiton the premium ^^.vstenl of competition, liave obli- 
pited ourselves to purehase liomes, and if the iiremhuu rate is abolished It 
means the loss of our homes to us. 

5. It Is very probable that the branch of CoiiKress which passed this legis- 
lation has in view the interests of the employees, but we bes to differ on this 
very point. While the legislation proliibits rewarding us for our increasetl 
efforts which we give to the Government it does not prohibit an oflicer or 
foreman from requiring us to work just as hard as we are now working and 
for very nmch less wimpensation. The power <if your authority and that of 
your o(licei-s and your foremen to nuxke us work harder has not been lessenetl 
by this legislation, but you have been deprived of the opportunity of paying 
us for such increased work as you may give us to do. 

We therefore ask you to submit this petition to the Secretary of War, with 
the recommendation that he transmit it to Congresss for consideration, and we 
hope favorable action. 

Respectfully submitted. 

I First  Indorsement.] 

OBBNASCK OFFICK, January 30, 1915. 
To the SKCKKT.\RY OF WAK: 

1. The legislation referred to in this petition is contained in a proviso of the 
Army bill, H. U. 20347, whidi passed the House of Representatives on .lanuury 
22, and Is now pending In the Senate. Tlie language referring to the class of 
payments which have l)een suspended at the Frankford Arsenal is as follows: 

" • * • • nor shall any part of the appropriations made in this bill be 
available to pay any premimn or bonus or easli reward to any employee In 
addition to his regular wages, except for suggestions resulting in improvement 
or economy in the ojteratlon of any Government plant; and no claim for 
services performed by any person wldle violating this proviso sliall l)e allowed." 

2. As the legislation Is claime<l by its i)rop<ments in the House of Representa- 
tives to be in the the interest of the workmen who wouki be affecletl by it, I 
have considered it but Just to all such workmen that they should have warn- 
ing as to the effect of the measure in case it should be enactetl Into law. I have 
therefore given the same effect to the prohibition that it wiadd have if it 
bec<mie law by directing that all premium payments, except such as have 
already accrued, shall cea.se at the arsenal. 

WILLIAM CROZIER, 
Brigadier Ocncrul, Chief of Onlnanre. United Slater Armii. 

Mr. DENISON. Who prepared that? 
Gen. CROZIEK. That is an indication of what those people thought. 
I have a number of other letters here from individual employees 

which I will not take the time of the committee to read. They also 
have been published in the Congressional Record in connection with 
the debate in the Senate, and they can be found there. They indi- 
cate that some of these employees are not afraid to come out and 
state their views in regard to the system; and it is their belief that 
many of their fellow employees think as they do, but are afraid of 
the discipline, or something else which they apprehend, from labor 
organizations. They are therefore unwilling to be knoAvn as favor- 
ing the premium system. 

With reference to the second section of this bill, which makes it an 
offense to do either of the things prohibited in the first section, the 
offense being punishable by fine or imprisonment, I desire to call 
attention to the fact that the section makes it a very dangerous matter 
for any officer of the Government to follow any of the methods of 
efficiency which have anything to do with a stimulus to increase out- 
put which results from increased compensation. Also, it makes it 
dangerous for any officer of the Government to ascertain by any kind 
of a study in connection with time systems anything with regard to 
improved methods of doing work, or to inform himself in regard 
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to the time which such work should occupy. Of course, Government 
officers can not be expected to run risks under such legislation as 
this, and with the enactment of the legislation all the efficiency which 
could result, and which has resulted from the attempts by payment 
to stimulate a good intention to work and from the attempts by any 
timing operation to improve the methods of work, would be lost to 
the Government. 

As an illustration of one of the difficulties encountered in connec- 
tion with the legislation, section 1 of this act provides that no time 
study shall be made of any job of any employee between the starting 
and completion thereof. At once there arises the question, What is 
a job? I have had that question up before me already. It says, 
" between the starting and the completion thereof " we are forbidclen 
to take time; but that does not forbid taking the commencement of 
the job and taking the end of the job, as I read the language. Sup- 
pose a man is making articles by a repetition process, and he goes on 
making these articles day after daj^ and week after week, and per- 
haps month after month. What is the job? Can we, under this 
law, measure the time of making a single article? Suppose the 
article requires more than one operation for its manufacture. Sup- 
pose it is something that is made on a lathe. Suppose it is a piece 
of material that is turned down to a given diameter and then faced 
off. Is the completion of that one article of a number a job or not? 
Or, can the only thing which it is lawful to time be considered the 
completion of a number of those articles; and if so, what is the num- 
ber, when the work goes on continuously? That question has been 
raised, and I have been asked to decide in just such a case whether it 
is lawful to time the completion of a single piece. I am sure it is a 
very difficult matter to decide, and if the liability of the superin- 
tending officer or foreman to fine or imprisonment depends upon 
the ri^t interpretation of the statute you may be quite certain that 
there will not be much risk taken. 

The question also comes up—and it has come up before, and we 
have spoken of it in this connection—what is a premium? Can we 
pay people on a piecework system? The only difference that I can 
find between the two systems is that the premium system is more 
advantageous to the workman in that it has a low limit of pay, while 
the piecework system has no such limit. Who is going to risk fine 
or impri.sonment on such a distinction as that? 

When this legislation was under consideration in tlie Senate last 
year tliere was considerable discussion as to what constitutes a 
premium and what constitutes piecework. One Senator said there 
was very little difference between them. I think there is very little 
difference. Senator Hughes, of New Jersey, who was speaking in 
favor of the legislation, declared there was a great difference between 
them, and that there would not In? any objection to piecework, al- 
though there was every po&sible objection to premium work, the 
premium system being iniquitous, wliile the piecework system was 
not subject to that charge. At any rate, it was not forbitlden by this 
legislation. 

It is probably known to you all, because there is plenty of evidence 
of it, that organized labor, which is exerting itself to secure the 
passage of this legislation, is hostile to piecework, as well as to 
premium work.    Here is a circular  [indicating]   which  made its 
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appearance at the Frankford Arsenal. It is signed " Executive com- 
mittee, Federal Lodge, No. 687, I. A. of M.," which, I take it, means 
International Association of Machinists. With your permission I 
shall read it: 

FEANKFORD   AK8KNAT,   EMPI^YKKH,   CAN'   VOIT   STAND   KOK   I'lECKWORK ? 

FELLOW WORKERS : The Congress wlilcli a(ljovirne<l March 4 passed a bill 
which prohibited the use of any money appropriated for tlie Army being used 
for tlie maintenance of any so-called speed system. 

Hardly two montlis have passed before the ofiiclals began to Inaugurate the 
pieceworic system, wlilcli, if not brealcing the law direct, is at least breaking 
tlie spirit of the law, and they propose to start piecework and not giiarantee 
you a day rate; furtliorniore, tliey are cutting the rate you had under the 
bonus system. 

Now, fellow workers, organized labor has fought this system for years, and 
Intends lighting agaln.st its being placeil in the ar.senai. Will you sit still and 
let a few give up their time and money, or will you come in and help? Again, 
the ofiiclals, in the face of hard times, sublet contracts and caused a lay oft, 
and their excu.se is that the work "could not have been done advantageou.sly " 
at the arsenal. 

Now, they have In the Frankford Arsenal the best mechanics that can be 
found anywiiere and the latest improved machinery, and if they can not turn 
work out " advantageously " it must be up to the management of the arsenal, 
yet we are the ones that always suffer; yet they boast of saving $1,200,000 last 
year, and already in one department of the arsenal .$200,000 this year. All 
this saving, and could not " advantageously " give you the work. 

Now, it Is up to us men. Come, get together and help organized labor to as.sert 
our rights and fight these conditions, for it is only tiu'ougli organized effort 
that we can accomplish anything. 

EXECUTIVE COMMITTEE, 
FEDERAL LODGE, NO. 687, I. A. OF M. 

In the report of the proceedings of tlie thirty-fourth annual con- 
vention of the American Federation of Labor, at Philadelphia, 
November, 1914, there is found this resolution. It is resolution No. 
20, by Delegate E. J. Aspengren, of the Rock Island Tri-City Fed- 
eration of Labor. 

EXTRACTS  FROM   REPORT  OF  PROCKKDINOS  OF  THE  THIHTy-FOUKTH   ANNITAL   CONVEN- 
TION OF THE AMERICAN  FEDERATION  OF LABOR,  PHILADELPHIA,  NOVEMBER,   19)4. 

RpHOlutlon No. 20. by DclcKiitc E. .T. .Vspptipren. of the Koek Isliinil (III.) Tri-Clty Feder- 
ntioTi of Labor. 

Whereas the United States Government, In its arsenals and navy yards, has 
installed the piecework system In certain departments; and 

Whereas this system is a menace to the worker in all trades and occupations 
through its vicious effects, viz, reduction of wages. Increase In production, 
and the development of distrust and brutality among the workers, to the 
extent that it Is almost Impossil)le to organize those employed under this 
system : Thei-efore be It 
Resolved, Tluit the American Federation of Labor, in regular session a.s.sera- 

ble<l, condemn the use of the piecework system on Government work; and be 
It further 

Resolved, That Pre.sident Gonipers and the executive council be Instructed to 
use every meiins at their connnand that legislation may be enacted that will 
forever exclude the pieeework system from nil Goverimient estal>lishuients. 

Your committee congratulates the executive covmcii upon the progress which 
has l)een made during the last year in uncovering tlie evils attendant uiwn 
the .so-called Taylor system of scientific shop management, and recommends 
that the executive council continue its efforts to liave a measure enactetl which 
will prevent the operation of any system of sliop management which Includes 
the use of stop watches In connection with workmen's labor, or the application 
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of any system of payment of wages adopted for the purpose of spee<ling up 
workmen, and the elimination of such system wherever it exists. 

The report of the committee was adopted.   (See p. 326.) 
Mr. NOLAN. DO yoii know whether that resohition was adopted ? 
Gen. CROZIT.R. It is stated that the report of the committee was 

adopted.   It sfiys, " See page 326." 
Gentlemen, I do not know that I need tell the committee that I 

have not interpreted this legislation as it was attached to the Army 
bill last year as forbidding piecework in the arsenals and payment 
in accordance therewith; but 1 was obliged to resort to piecework 
in some cases w-here I had been paying in accordance with the pre- 
mium system. Those employees at the Frankford Arsenal who signed 
the petition which I have just read to vou were afterwards paid 
on piecework. That was somewhat technical. It was taking advan- 
tage of what the law permitted in order to give payment in accord- 
ance with the output, but it escaped the definition of premium. I 
may add that the comptroller has passed updii that, so that we were 
within the law in accordance Avith his interpretation. As it M'as 
a financial matter—the law only stating that none of the money 
should be expended in premium payments—all we needed for our 
safety was the opinion of the comptroller. However, when it be- 
comes a criminal matter, punishable by fine and imprisonment, the 
opinion of the comptroller is not a sufficient safeguard, and I should 
not direct any officer, with such a thin sheet of ice between him and 
fine or imprisonment, to follow the piecework system of payment. 

All the efficiency that you get from piecework would disappear. 
It is very great, because that system of payment has been in operation 
in Government establishments for many, many years—50 years or 
more; and a great deal of the work is done in accordance with tliat 
system, which does not differ in principle in the least degree from 
the premium system, which is forbidden by this proposed legislation, 
and which is forbidden in the legislation in the Army bill. 

A charge which has been made against scientific management is 
that it lias for one of its objects the employment of unskilled or 
slightly skilled men in the work heretofore done by skilled trades- 
men. With regard to that, I will say that it is well known that that 
practice long preceded the introduction of anything that is called 
scientific management. We have been doing it for years. We use 
it at the Springfield Armory to make rifles. The rifle is not made 
to-day by one skilled gunmaker. For years we have been making 
that rifle by using a number of skilled men, each one of wiiom 
performs one operation. Then the rifle is afterwards assembled, so 
we do not have skilled gunmakers who make all parts of the rifles. 
The result is that we get a much better rifle and a very much cheaper 
rifle; and we have raised the average pay of tliat class of persons 
very considerablj'. There are just as many highly paid persons as 
before. We need skilled foremen, skilled assemblers, and so on. 
And we have given many other people a chance to make the high 
wages of machine operators giving a large output. 

I could use all the time that the committee has to devote to the 
subject, and a great deal more, in bringing up objections which I 
have heard, and then knocking them down. 

Mr. KEATING. The method pursued by the committee has been 
this: Witnesses are permitted to make their statements and then 
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members of the committee ask questions. ^Vhen you have conchided 
your statement, some of the members may have questions that they 
desire to ask. 

Gen. CROZIF.H. I do not think it is necessary for me to go any 
further with this statement. I have indicated the sources of a great 
deal of information, and those sources are, of course, at the disposal 
of the committee. I have appeared before the committee myself on 
a previous occasion and I cio not care to repeat what I said then, 
although the membership is probably somewhat different. I shall be 
glad to answer any questions that anyone may care to ask. 

Mr. DEXISON. HOW many men, General, are working imder the 
time system now? 

Gen. CROZIER. There are none working under the time-study sys- 
tem, because we have been forbidden to make time studies. Under the 
premium system there are about 600 men who are subject to it at 
the AVatertown Arsenal. 

Mr. DENISON. Are there any at any place else in the Government 
service that you know of ? 

Gen. CROZIER. NO; because Watertown Ai-senal and Frankford 
Arsenal were the only ones at which I had established premium sys- 
tems of payment, although piecework was in practice at a number 
of other arsenals. When the legislation of last year was passed I 
was forbidden to use the premium system with reference to any work 
which was paid for from the appropriations made in the Army bill, 
but I was able to use for it funds appropriated in the fortifications 
bill. I continued that system at the Watertown Arsenal as to those 
men who were engaged in work that was paid for from that bill. 

Mr. DENTSON. Have you had any complaints from the men them- 
selves on account of the system ? 

Gen. CROZIER. Yes, sir; I have had a great many. 
Mr. DENISON. I do not care to have you go into it fully, but what 

is the ground of the complaints, briefly ? 
Gen. CROZIER. One that I mentioned was that high-grade men did 

not have a chance to earn premiums, and that the low-grade men 
were the ones who benefited. That is absolutely refuted by the 
facts. I have a list right here of a number of complaints. Another 
was as between the workmen of the same grade, that one would get 
an opportunity to earn a premium while another would not be given 
a premium joh, but would simply be given his work on a day rating, 
Wiile we would like to avoid that, and are trying to avoid it, and 
are avoiding it more and more all the time, I think that is what 
is behind a great many of these complaints. I think that these work- 
men have been urged to believe—a great many of them, at lea.st— 
that if this premium system could be abolished they would be able 
to secure the same rate of pay as they do under the premium system, 
but as straight daj' pay, without having to reach any given output. 
Many complaints have been presented to me accompanied by the 
statement that if I would give a 25 per cent increase of pay and 
leave it to the workmen, they would turn out as nuich work as be- 
fore. That I could not e.xpect, however, because the record shows 
how much the output was increased when I made the change the 
other way. 

Mr. DENISON. If this bill becomes a law, what effect will it have 
upon the establishments over which you have control? 
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Gen. CROZIEK. If it should become a law in the form in which it is 
before you, I think it would have the effect of abolishing all time 
study permanently, which is abolished now only temporarily. It 
would abolish all premium work and all piecework; and the effect 
of that would be, I should sjvy, that the labor cost of a great deal 
of the work which we are doing would be at least doul)led. 

Mr. DENISON. Has organized labor made a formal objection to 
this efficiency system that you know of? 

Gen. CROZIER. Yes, sir. If you will look at the congressional docu- 
ment to which I invited attention a moment ago, which is No. 800, 
you will find on page 40 the first formal objection that was made to 
this system. That has been followed up by numerous other objec- 
tions. This first formal objection consisted of an official circular 
addressed by Mr. James O'Connell, international president of the 
International Association of Machinists, to the order everywhere, 
and forms an attack upon the system as we have it in practice, and 
calls upon the members of the association, among other things, to 
instruct the secretary or committee to immediately write to the 
Secretary of War, " to the two United States Senators of your State, 
and the Congressman from your district," protesting against the in- 
stallation of the Taylor system by the Government, and asking the 
lawmakers to support any measure which might be submitted to 
secure this result. That circular was, of course, spread about among 
the employees of the Watertown Arsenal, and 1 think constituted 
the first incitement of those employees to dissatisfaction with this 
system. Before that it had been gomg on with the same appearance 
of cheerfulness, acquiescence, and ccwperation that exists now in a 
higher degree than at any time before we introduced this system. 
This is denied, however, by the statements which come from outside 
the arsenal. 

Mr. DENISON. AS a result of this system, have you had a chance to 
observe whether or not there is a decrease in the vitality of the em- 
ployees, and whether it has an injurious effect upon the laborers 
themselves? 

Gen. CROZIER. It has not, in the least. As I said a moment ago, 
the records show that the percentage of accidents among the pre- 
mium workers is less than among the dayworkers. I do not wish 
you to misunderstand the .statement I made to the effect that the 
complaints come from outside the arsenal. They also come, from 
within the arsenal, quite numerously signed; but the point I want 
to make is that I think they are incited from without. Tiiey are 
entirely out of accord with the spirit at the arsenal, as is apparent 
to anyone who is familiar with the daily affaire of the arsenal. 

Mr. DENISON. Does the application of the system result in elimi- 
nating men or shifting them? 

Gen. CROZIER. We have a great deal of shifting of the men. We 
have not discharged any man as a direct result of the system. We 
have never discharged a man because he could not come up to the 
system. There was one case where a man had difficulty, and indi- 
cated a temporary refusal to work under the system, and who during 
the course of the interview that was going on in connection with the 
work discharged himself. In other words, he left the employ of the 
arsenal when he had not been discharged. Some one may have told 
him that he was going to be discharged, but he was informed before- 
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hand that he was not discharged. He afterwards tried to get rein- 
stated, but Ave would not reinstate him. Wlien he left, however, 
there was no necessity for his leaving. 

Mr. DENISON. General, what is your judgment, speaking with ref- 
erence to these men, as to whether or not this system will result in 
decreasing their vitality and health? 

Gen. CROZIER. I do not see the slightest reason why it should. 
You must remember, Mr. Denison, that the effort whicli is made is 
only to ascertain what a workman can do reasonably, or can be rea- 
sonably expected to do. In that respect it constitutes a safeguard, be- 
cause without the system, in any effort to establish tasks, I do not see 
that we can do anything but resort to the pacemaker. If you have 
an employed pacemaker, he may be an exceptional man, and he 
would furnish the only standard you would have to go by in form- 
ing your expectation as to what a man should do. Even under this 
legislation this kind of process would not be forbidden. I can have 
a pacemaker, who can be paid high wages. He would turn out a 
great deal of work, and I could say to every employee, " You will 
have to turn out as much as that man or leave the establishment." 
There is nothing to forbid that, although it might be a cruel process. 
I do not say that I would do that, but I would be permitted to do it. 

Mr. DENISON. Let me ask this question: Do you think that the 
enactment of this law, if it should be enacted, would result in any 
embarrassment to the Government or in any decrease in its ability 
to meet the situation in case we should become involved in a war? 

Gen. CROZIER. I think it would have a great influence on it. 
Mr. DENISON. Will you state why? 
Gen. CROZIER. Because in that case we would have, in the first 

place, no accurate knowledge of what a day's work should be, what 
the output of a workman should me, or what we should require him 
to do, or what we should tell him would be a good day's work. We 
would have inadequate means to detect soldiermg, if it should exist, 
and we would not have any way to stimulate the men, except by an 
appeal to their patriotism, which, I have no doubt, would be effective 
in many cases. I will have to add, however, that the appeal would 
not be effective in many cases. 

Mr. DENISON. In time of war, do you happen to Imow whether 
it is customary or necessary to appeal to men for extra effort in this 
line of work? 

Gen. CROZIER. Well, the most prominent example we have had 
has been in Europe recentl}' in connection with the war. We are 
informed by the statement of the minister of munitions that at 
times the indisposition of some of the men working under the rules 
of the trade organizations to give such output as they could give 
has been a serious threat to England in her efforts in the war, and 
he has made very strong appeals to the labor organizations to sus- 
pend these rules during the war, I believe, with a great deal of 
success. I understand from his statement, or from his reports 
coupled with his statements, however, that he has not achieved com- 
plete success when he has secured the cooperation of the leaders of 
organized labor, because in some instances the men who have been 
trained in accordance with these ideas of the limitation of output 
have found other leaders, perhaps temporary ones, behind and 
under whom they have fallen in and have continued the practice 
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of limitation, even contrary to the advice of the regularly consti- 
tuted leadere; so that the harmfulness of inability to determine what 
work should be done and to apply at least the ordinary stimulus of 
i-eward and the harmfulness of the loss of knowledge of what the 
output should be, or how to ascertain it, has so many diiferent 
aspects that I am afraid it woijld be a hopeless task to attempt to 
present them all to you. 

Mr. DENISON. YOU think the practice of giving bonuses or pre- 
miums would be desirable in order to secure an increased output in 
case of emergency, such as a war? 

Gen. CKOZIER. Yes, sir; I think it is desirable in that case. I 
think that in time of war men can be expected to work right up to 
their limit. I do not believe it is possible to get them to do that 
without a stimulus involving an increased reward. I am aware of the 
view that inasmuch as soldiers go to the front and not only make the 
best efforts that they are capable of, but also incur great danger, 
it is no more than reasonable that the men should back them up in 
the workshops by putting forth their own best efforts. It is true, 
of coui-se, that the soldier is getting very little pay. I do not be- 
lieve it is possible, however, to get those best efforts in the shop 
without a stimulus involving reward in a great many cases. I will 
sa.v, though, that I believe it is possible in a great many cases to get 
it l)y simply api>ealing to a man's higher nature. 

Mr. SMITH. A great many factories are now being operated by 
women, are they not? 

Gen. CROZIER. Yes, sir. 
Mr. SMITH. IS it necessary to have this stimulus in case the fac- 

tories are operated by women ? 
Gen. CKOZIER. X am not informed about that. A very interesting 

document has been published showing the extent to which women 
are employed. I am astonished at the size of the work that is 
handled by them. I notice that they machine 6 and 7 inch projec- 
tiles which weigh 200 pounds or more. As to the particular means 
of stimulating them to effort I am not informed; but I have read 
other documents published by the British Government which have 
indicated a necessity not for stimulating those women but for hold- 
ing them in check, so that they would not injure themselves by 
overwork. 

Mr. SMITH. Don't you think you could get a factory to a high 
state of efficiency without the stop-watch system ? 

Gen. CROZIER. I think we could not i-each a high state of effi- 
ciency without that. 

Mr. SMITH. In the present state ? 
Gen. CROZIER. I do not believe I could have gotten Watertown 

Arsenal up to its present state of efficiency without using the stop 
watch or some other equivalent time-measuring device. 

Mr. SMITH. DO you use the Taylor system there? 
Gen. CKOZIER. Yes, sir. 
Mr. SMITH. When was that established? 
Gen. CROZIER. It was begun about .seven years ago. 
Mr. SMITH. YOU had been connected with the factory before that? 
Gen. CROZIER. Yes, sir. The output was very much less than it has 

been since its esltablishment. 
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Mr. SMITH. YOU have improved the output? 
Gen. CROZIER. Very much; yes, sir. 
Mr. NOLAN. Gen. Crozier, can you give us information as to how 

that petition was circulated at the Frankfort Arsenal ? 
Gen. CROZIER. It was circulated in the same way that any petition 

might be circulated in the interest of employees. 
Mr. Noi^N. Do you know whether it was drawn up in the office, 

or by any of the officials of the Frankfort Arsenal, or by the em- 
ployees? 

Gen CROZIER. I know it was not done at the instance of the officials 
of the ai-senal or anybody on that side. Some assistance may have 
been given in the wording, so as to have it in a form to express what 
the employees wanted to say.   I think that is likely. 

Mr. NOLAN. Is that the general custom in the ordnance department 
when employees are petitioning Congress either for or aganst legis- 
lation ?   Do the officials assist in the preparation of petitions? 

Gen. CROZIER. That has been done in several other cases that I re- 
member.   In some cases I know also that it has not been done. 

Mr. NOLAN. What other cases have you in mind where they got 
assistance from the officials in preparing petitions? 

Gen. CROZIER. There is one case that I remember now, which re- 
lated to legislation which was added, I think, to the legislative, exec- 
utive, and judicial bill of 1912, which practically forbids the promo- 
tion of an employee for increased efficiency; excepting, however, 
artisans and laborers. It applies to such men as draftsmen, clerks, 
chemists, and engineers. Tnis legislation runs something like this: 
It forbids the payment from any lump sum appropriation of any 
higher salary than had been paid the year before for the same or 
similar work, and its application is, for instance, to prevent the pro- 
motion of a clerk who might be taken on, new, at a low salary to 
{)erform a given kind of work, and who might so improve in the fol- 
owing year that he could do twice as much. Such a clerk could not 

be promoted under that legislation. The only way would be to assign 
him to some other kind of work, if you had some other kind to which 
you could assign him. It would also prohibit the promotion of a 
chemist to take charge of a laboratory at a salary which we would 
be willing to pay, if he developed into a good, capable man, fully 
competent to take charge of the laboratory, after having been taken 
tin in charge at a lower rate. 

At the Frankfort Arsenal this last year—the same place this other 
petition came from—the employees of the class affected got up a peti- 
tion setting forth their case in greater detail than I am telling it. 
They petitioned for a change of the law in the resp)ect in which it 
bore hard upon them, and that was a petition in which they were 
assisted in the preparation by the management, and it was forwarded 
through the management to me in the regular way. 

Mr. NoL.\N. Do you know whether the management of the arsenal 
called their attention to this legislation? 

Gen. CROZIER. I called it to their attention. Do you mean this 
legislation with which this petition that I have filed is concerned ? 

Mr. NOLAN. Yes. 
Gen. CROZIER. I called it to their attention. 
Mr. NOLAN. That is the only other instance you recollect where 

that limitation was put in the legislative bill in the shape of a rider 
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in 1912? That, by the way, did not prohibit promotion, but it pro- 
hibited the raising of salaries under the lump-sum appropriation. 
If you can find a place for an employee in a higher grade, he can go 
to the top, or you can promote him. 

Gen. CROZIER. But in another kind of place. I can not promote 
him because of increased efficiency in his own grade. 

Mr. NOLAN. Yes; you are limited by that legislative rider. 
Gen. CROZIER. YOU asked me if I remembered any other case. One 

did come into my mind just as you were speaking. The law in regard 
to the leave of absence of employees in the Ordnance Department 
frants each and every employee 15 days' leave of absence each year, 

hat law has been held by the comptroller to be a limitation as well 
as a grant. It was passed in the interest of the employee, and, in 
my opinion, it is a very good law. It has a defect, however, to which 
I shall call attention in a moment. Operating as a limitation, we are 
forbidden to give more than 15 days in any one year to an employee 
of my department, among others. The law, I suppose, when it was 
enacted, was intended to apply only to the continental United States, 
although it was passed after we had taken possession of the Philip- 
pine Islands. In the Philippine Islands and elsewhere in the Tropics, 
owing to the different conditions of employment and living, it is 
customary to grant to employees of the Government more tnan 15 
days' leave of absence, but I am forbidden by that law to grant more 
than 15 days to them as well as to employees in the United States. 
Now, the employees affected in Manila got up a petition asking for 
a change in that law, and they were assisted in the wording or that 
and in getting it before the proper authorities by the officers. 

Mr. NOLAN. In those two instances that you speak of, outside of 
the one petition you have presented here, the legislation affected the 
official force outside of the mechanical department, did it not? 

Gen. CROZIER. In the last case I spoke of it affected all the official 
force in the mechanical department and outside. In the first case, 
the law as it was passed first affected both classes of employees, but 
afterwards, by subsequent legislation, the artisans and the mechanical 
department were relieved from the operation of the law. 

Mr. NOLAN. In this legislation regarding the Taylor system, it 
affected only the mechanical force and did not affect the office force 
at all; is that correct? 

Gen. CROZIER. That is true in accordance with our practice; but 
these methods might be applied to the office force, I have sometimea 
thought, with a gi'eat deal of advantage, but we have never done 
that. 

Mr. NOLAN. In regard to that order that you issued while this 
legislation was pending, can you give the exact date of it ? 

Gen. CROZIER. It was somewhere about the 26th or 27th of Jan- 
uary, 1915.    My recollection is that I issued it as soon as the legit 
lation was attached to the Army bill in the House of Eepreseni 
atives. 

Mr. NOLAN. On the issuance of that order, did that order carry 
with it, besides a suspension of the bonus and premium system, an 
understanding that the employees going back to their original 
wages would have to do the same work as they had done under the 
bonus and premium system. 
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Gen. CROZIER. NO, sir; there was no understanding to that effect, 
and some did not continue to do the same amount of work. 

Mr. NOLAN. There was nothing in the orders given by the superior 
officers over there, after receiving that order from you, that they 
would have to perform the same amount of labor ? 

Gen. CROZIER. Not to my knowledge. If anything of that kind 
had come to my knowledge I would have forbidden it. There was 
one case that came to my knowledge afterwards, where a man wa.s 
engaged on premium work when the order came, and he slowed 
clown to such an extent that his work was only one-fifth of that 
which he had been doing before in the same time. 

Mr. NOLAN. I understand a statement was made when the order 
was issued that while the premium and bonus system would not be 
in effect the men would be compelled to do the same amount of 
work. 

Gen. CROZIER. I do not think that was the case. 
Mr. NOLAN. We understood that an order was issued to that effect. 
Gen. CROZIER. If that were true and I had known of it I should 

have caused it to be rescinded at once. I will say here, as bearing on 
the general subject, that I do not believe it is right to expect a man 
to turn out as much work at a day wage as he will turn out imder 
the stimulus of a premium or bonus system of payment. I think 
that the regular system of wages which has been arrived at through 
long experience is the equivalent of the ordinary day's work. I sus- 
pect that they balance each other pretty well. When you want more 
work you should give more pay. 

Mr. NOLAN. Did you understand at the time this measure was 
pending before the liouse in the last session that you would be com- 
pelled to stop the payment of premiums and bonuses; that is to say, 
where you had set a task, that you would be compelled to stop the 
bonus or premium system, and that this bill would be retroactive? 

Gen. CROZIER. I did not think that. I did not think the order was 
retroactive. I forbade the payment of premiums, except such as 
liad accrued at the time of the receipt of the order. 

Mr. NOLAN. In other words, you prohibited any further effort on 
the part of the officials of the Frankford Arsenal to pay a bonus or a 
premium from that day on? 

Gen. CROZIER. Yes, sir. 
Mr. NOLAN. Why did you issue that order at a time when this 

proposition had not become law? 
Gen. CROZIER. Because I wished the employees to understand what 

they were threatened with. I wanted to get before them, by practi- 
cal experience, what was going to be their lot if this legislation were 
passed. 

Mr. NOLAN. Didn't they have that experience before you intro- 
duced that system? 

Gen. CROZIER. They had had it a long time before. 
Mr. NOLAN. HOW long before? 
Gen. CROZIER. I introduced the premium system at Watertown 

Arsenal in 1911. I introduced the Taylor efficiency system in 1909. 
It went on for two years before we started the premium system. 

Mr. NOLAN. As I understand it, this petition came from the Frank- 
ford Arsenal. How long had the bonus and premium system been 
enjoyed over there? 
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Gen. CROZIER. I can not say, for the reason that the Frankford 
Arsenal, like the Springfield Arsenal and the Rock Island Arsenal, 
is an establishment where that kind of payment had been going on 
for many years. I had not employed at that time in those places any 
systematizer or expert in shop management, with reference to the 
introduction of such a system. As Watertown Arsenal was one where 
there had been no piecework, I did employ a systematizer, so that 
date is more distinctly in my mind. The ^Vatertown Arsenal does 
not lend itself to piecework payment. 

Mr. NOLAN. Do you think it is proper, Gen. Crozier, for a man 
holding your high position in the Government service to issue an 
order of that kind for the purpose of working up the employees, if 
I may use that term ? 

Gen. CROZIER. I think it is not only proper, but I think it is my 
duty to inform the employees who are concerned of anything of that 
kind which it is pending, and how it is likely to affect them. 

Mr. NOLAN. Is there not a distinct difference between informing 
them of the effect of the legislation and putting into effect through 
an order the force of such legislation before you knew that Congress 
was going to adopt it? 

Gen. CROZIER. There is a difference, of course. By putting that 
order into effect I showed what would happen if Congress adopted 
this legislation, further than to merely inform these people. You 
must certainly know that to inform people of something which is 
impending in the future and may arise is not nearly so effective a 
way of making them thoroughly aware of what is involved as to 
put it into effect at once. 

Mr. NOLAN. Following this out to its logical conclusion or its last 
analysis, suppose any officer of the Army should put into effect an 
order that affected the enlisted men while legislation was pending 
in Congress that would prohibit a certain system being abolished—a 
system that had been installed by Army officers—what effect would 
that have on the discipline of the men in the Army and on the entire 
establishment ? 

Gen. CROZIER. It might have a good effect. I would not be certain 
that it would have a good effect unless I knew the case. 

Mr. NOLAN. IS it good policy? 
Gen. CROZIER. In this particular instance I think it was good 

policy, although it did not accomplish what I hoped it would. This 
legislation was conceived, or was said to be conceived, in the inter- 
est of the employees. I wished to let them see whether it was in 
their interest or not, and a great many of them thought it was not. 

Mr. NOLAN. You purposely put it into effect for the purpose of 
creating opposition to the amendment? 

Gen. CROZIER. I put it into effect for the purposp of letting them 
see how it would affect them. 

Mr. NOLAN. And for the purpose of causing opposition to it? 
Gen. CROZIER. I thought it would have that effect in some degree. 
Mr. NOLAN. YOU thought so? 
Gen. CROZIER. Yes, sir. 
Mr. NOLAN. At the Watertown Arsenal? 
Gen. CROZIER. Yes, sir; to a certain extent. 
Mr. NOLAN. AS a general proposition, did it have the same effect 

at Watertown Arsenal, where the entire time system had been ap-. 
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plied, and not part of it? You said, as I understood it, that the 
stop-watch system had not been introduced at Frankford, but at 
Watertown ? 

Gen. CROZIER. Yes, sir. 
Mr. NoL.\N. That, as I understand it, is the most objectionable 

feature of this system. Did it have the same effect at the AVater- 
town Arsenal as it did over there ? 

Gen. CROZIER. No, sir; it was not so extensive. 
Mr. NOLAN. I am going to ask now in regard to Watertown. Do 

the officials at the Watertown Arsenal give the employee considera- 
tion by consulting with him regarding the amount of bonus or 
premium to be paid? 

Gen. CROZIER. NO; they do not. The rule under which a bonus 
or premiimi is paid is well understood, and all emi^loyees who apply 
at the Watertown Ai-senal for work are informed that that system 
is in operation there when they apply, so that they come to work 
under the system with a full knowledge that it is in operation. 

Mr. NOLAN. Then the system itself determines the bonus or pre- 
miimi to be allowed to the employee and the employee has no voice 
in the matter at all? 

Gen. CROZIER. He has just the same kind of voice as he has in his 
wages. The employee is only asked with regard to his wages when 
he comes there, if he is willing to go to work for a ceitain sum. That 
is the only question he is asked. 

Mr. NOLAN. He knows when he goes to work what his day rate 
W'ill be and what rating he will have? 

Gen. CROZIER. Yes. sir; he knows when he goes to work. 
Mr. NOLAN. And he generally knows pretty well all the ratings in 

the arsenal when he goes there? 
Gen. CROZIER. Yes, sir. 
Mr. NOLAN. After he goes there you place him under this system 

in all its phases. Do you then give him any voice in the matter of 
determining the amount of bonus or premium he may receive over 
and above his dav rate? 

Gen. CROZIER. That is to say, do we tell him, when we give him a 
job of work, and give him the time in which it can be done, or the 
time in which he is expected to do it, that he will be given so much 
more if  

Mr. NOLAN (interposing). Do you consult with him as to what is 
a reasonable bonus or premium and as to whether or not it is 
satisfactorv to him? 

Gen. CROZIER. NO, .sir. He is privileged, if he chooses to do so, 
to say that the time is too short, and that he can not earn that 
premium in the given time.   They oftentimes do say that. 

Mr. NoL.\N. Some one made a statement here to that effect the other 
day, and said that it was a general condition that the employees 
were consulted. I wanted to know if that was the situation at Water- 
town Arsenal. 

How long after the installation of the system at Watertown 
Arsenal did the strike of the molders take place? 

Gen. CROZIER. The time study and premium system of payment, as 
I remember, was introduced at the Watertown Arsenal in May of 
1911. It was commenced in the machine shop. I think the strike 
of the molders took place in August, 1911, when it was first attempted 
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to establish the time study nncl premium system at the foundry.   I 
think it was in August, but it uuiy have been in July. 

Mr. XoLAX. Do you know, of your own knowledge, whethei' these 
men were told to strike by their offieers. or were (•nconrage<l to strike 
by the officers t 

(len. CKOZIKH. DO you mean l\v the officers of the ai'senal^ 
Mr. N(JL.\N. Xo; I mean of the Tnteruational Molders Union ^ 
Gen. CKOZIER. I imderstood in regard to that tiiat the men. or their 

repi-esentatives. inquired of the officers of the central organization 
whether, under the circumstances, they woidd be permitted to strike, 
or whether their strike wotdd be authorized; and they received an 
affirmatixe answer. My l>elief is—it has been quite a while now— 
that they were not directed to strike by the central organization. 

Mr. NOLAN.  VOU mean the nu)lders' organization^ 
(ien. CROZIER. Yes. sir. 
Mr. NoLAX. I want to make it clear here, because 1 happened to be 

one of the officers, and probably knew as much about it as anyone, 
that they had absolutely no authority, as membei-s of the molders' 
miion. to sti'ike. The members of the moklers' union are not au- 
thorized to strike until they get the sanction of the international 
union. 

Gen. C'RHZIKR. That is what I understood, and our understanding 
is in perfect accoicl so far. Perhaps I have not the right to ask 
the question of yovi. but I shoald like to know this: Is it certain that 
the organization did not tell them to strike, but did authorize them 
upon application ? 

Mr. NOLAN. The aj)plication was never received. It was an in- 
dependent strike, and indepemlent strikes are not recognizetl under 
the laws of tlie oi-ganization. I wanted you to be clear on that, be- 
cause we wei-e not clear when you were liei-e before. 

Gen. CROZIER. Did you say that I was not clear about it when I 
was here before, or that the committee did not understand it? 

Mr. NOLAN. What effect upon the production of the Watertown 
Arsenal has this legislative ridei' or amendment attached to the 
last Armv ai)j)ropriation bill had during the time intervening since 
July 1, 1!)15? 

Gen. CROZIER. I think it has had little, if any, because it is not 
applicable at the Watertown Ar.senal. The rider was not applicable 
at the AVatertown Arsenal, or was applicable only to a very slight 
extent, because the work done at the Watertown Arsenal is not done 
with funds appropriated in the Army bill. There are a few team- 
stei"s up there engaged in hauling for shipment, and they are paid 
while they are doing that work, by the Quartermaster's Depart- 
ment. Their pay has been cut down, because it is impossible to pay 
premiums: but most of the work at the arsenal is prosecuted with 
funds provided by the fortifications bill. 

Mr. NOLAN. Regarding those team.sters. were they enjoying a 
premium or bonus system prior to the passage of the act? 

Gen. CROZIER. I think they were, because their pay was cut down. 
Mr. NOLAN. Why was it cut down, if this did not affect it? 
Gen. CROZIER. Those teamsters were doing work connected with 

the transportation of the Army, and that is under the Quarter- 
master's Department, and is paid for out of funds appropriated by 

36162—16 12 



178      METHOD OF DIRECTING WORK OF GOVERNMENT EMPLOYEES. 

the Army bill. Therefore the payment of their premiums was 
forbidden. 

Mr. NOLAN. Well, why were these men cut down when they were 
getting a certain amount of monej' prior to the passage of the act? 

Gen. CROZIER. For all that they did prior to the passage of the act 
they were not cut down, except during the period of suspension. 

Mr. NOLAN. But, if the^y were domg a certain task prior to the 
passage of the act, this legislation did not affect them? 

Gen. CROZIER. These men, like all other men, had a day rate of 
pay, and for doing a certain amount of work in a certain ascertained 
any prescribed time they were given premiums above that pay. As 
the payment of those premiums from funds appropriated in the 
Army bill was distinctly forbidden, it would have been unlawful to 
continue them. 

Mr. NOLAN. IS it your understanding that if a man was enjoying 
a bonus or premium which was really his day's pay. that he was 
affected by that legislation ? 

Gen. CROZIER. Any man who was enjoying a bonus or premium 
that was paid to him for work he was doing was affected by that 
legislation, if he was paid out of funds appropriated in the Array 
bill. 

Mr. NOLAN. YOU say that most of the work comes under the forti- 
fications appropriation ? 

Gen. CROZIER. At the Watertown Arsenal; yes, sir. 
Mr. NOLAN. YOU have still continued the stop watch and time 

study up there? 
Gen. CROZIER. Not the time study, because the officers who would 

direct this are paid out of the Army appropriation bill, and they 
can not direct any more time study. 

Mr. NOLAN. In the employment of a pacemaker, such as you spoke 
of a while ago, which method you seemed to consider the Govern- 
ment entitled to substitute for tlie other system, you stated that you 
would pay a high rate for setting a pace. Would you pay the other 
man who would do the same amount of work as the pacemaker the 
same amount of money? 

Gen. CROZIER. I would not follow that method at all. I would 
not set a highly paid man to establish a rate for everybody else to 
reach or be discharged. 

Mr. NOLAN. Let us eliminate the term " pacemaker." Suppose 
you employed a first-class man and told him to do what you consid- 
ered a reasonable day's work and paid him what you tliought he was 
entitled to get for that day's work, would it be your idea that the 
Government would pay the other men the same amount that he en- 
joyed, pi-oWded they did the same amount of labor? 

Gen. CROZIER. I think, without the possibility of using the piece- 
work method of payment, I should try to set a task where it was pos- 
sible, and would pay eveiybody who met that task the same pay. 

Mr. NOLAN. The same pay that you paid the man who set the task? 
Gen. CROZIER. If I arrived at the idea of what the task ought to 

be in that way. I should expect to; yes, sir. 
Mr. NOLAN. Were you in charge of the Ordnance Department dur- 

ing the Spanish-American War? 
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Gen. CROZIEK. I was in the Ordnance Department, but during a 
considerable part of that war I was temporarily detached and as- 
signed to the Inspector General's Department. 

Mr. NOLAN. DO you loiow of any instance where labor, eitlier or- 
ganized or unorganized, in the Government, put any handicaps in 
the way of elliciency, and affected the service of the Government of 
the United States during the Spanish-American War? 

Gen. CROZIEK. I do not know of any such case. 
Mr. NOLAN. DO you know whether the employees generally were 

willing to cooperate wherever they found an emergency situation, in 
order to assist the men at the front to do their part at a great sac- 
rifice ? 

Gen. CROZIKR. I have no evidence to the contrar}', and I do not be- 
lieve the contrary. 

Mr. NOLAN. These questions were intended to follow up the ques- 
tions of Mr. Denison. I wanted to find out what the attitude of labor 
was, and whether it was organized or unorganized in the Govern- 
ment establishments, and whether the men sliowed a disposition to 
cooperate with the Go\ ernment and with the men at the front to get 
the most effecti\ e service. 

Gen. CROZIEK. I was not aware of anything troublesome in the at- 
titude of labor. 

Mr. NOLAN. That is all. 
Mr. KEATING. In your statement of how you determined upon the 

time that should be consumed in a task you said that you first took 
the time in which the ordinary workman might perform the task. 
You added two-thirds to that, and then two-thirds of that total, 
making the example which you cited. Now, Senator Borah, in a 
report on this Taylor system of shop management, which was sub- 
mitted to the Senate in the Sixty-second Congress, quotes what is 
alleged to be a paragraph from your annual report. It says " See 
Annual Beport of the Chief of Ordnance for fiscal vear ending June 
30, 1911, page 17."   I will read this: 

For exaiiiplf, a workiunn has been doing a piece of work in 190 niinute.s. 
.\fter pnlnsfakinR study of tlio .1ol) and of nil tho moans of saving time, the 
man Is carefully instructed as to these means, and is told that for every minute 
saved, within, say, 120 minutes, lie will he paid for half a minute at his regtdar 
rate, in addition to his regular diiily pay; and that It is thought that he can 
do the work in 72 minutes, for which time the increase over his regular pay 
will amount to 33i per cent. 

Is that a correct quotation from that report? 
Gen. CROZIER. I think so. 
Mr. KEATING. May I a.sk you. General, how you reconcile that 

with your statement that you made concerning the manner of fixing 
the tasks? 

Gen. CROZIER. Where do you find the discrepancy, Mr. Keating? 
Mr. KEATING. In the first instance you .said that a good workman 

had been doing the work in 90 minutes. 
Gen. CROZIER. It is 190 minute^s. 
Mr. KEATING. In the example which you submitted half an hour 

ago you stated that if a good workman did the task in 90 minutes, 
you then added two-thirds of that, Avhich would make 150 minutes, 
and then you added two-thirds of 150, which would make 250 minutes. 

Gen. CROZIER. Yes, sir. 
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Ml'. KEATING. And tliat yoti began ofterinfr a bonus when a man 
dropped below •AiiQ minutes? 

Gen. C'ROZIF.R. Yes. sir. 
Mr. KKATIXG. According to this quotaticm. when you found that 

the workman had been doing a piece of work in 100 minutes, instead 
of adding to the time that he wouhl be aih)wed to do the work, you 
began to substract. 

Gen. C'noziEK. Yes. sir. I see now where the question arises in 
your mind. Tiiat 100 minutes is not the time in which it had l)een 
deterniined, by careful time study, that a man could do the work. 
It is just the time that had been required by this woi-kman going 
along in his usual way, with lost of lost motion and failure to take 
advantage of short cuts. It was done in the way in which a whole 
lot of the work is done in shojjs by good men and well-disposed men, 
as he was. Time study of that work would have shown that he 
could do that work in very much less than 1'20 minutes, which was 
afterwards set as the time within which he would be paid for saving 
time; that is to say. it had lieen ascertained that he could do the 
work very well in 7'2 minutes. 

Mr. KEATING. YOU consider this a very fair illustration of what 
may be accompli.shed by scientific management? 

Gen. CnoziEii. It is an illustration that occurred in actual practice. 
Mr. KEATING. That the ordinary workman takes 100 minutes to 

perform a task which, if he were o])ei'ating under scientific manage- 
ment, he could perform in 72 minutes? 

(ien. CitozTEii. That is oftentimes the case. That is not extreme 
at all. 

Mr. KEATING. Without any injurious effects on the workman? 
(ien. CnoziEii. AVithout the slightest injurious effects, and without 

working at a rate which he does not like. 
Mr. KI:ATIN(!. In order to bring about that result, is it necessary 

to provide improxed facilities and machinery? 
Gen. CROZIEU. Oftentimes time study develops the fact that some 

kind of an improvement is quite possible, and it is made, without which 
the man would never be able to do the work in the time allotted. 

Mr. KEATING. Take this example that you incorporated in your 
annual rei)ort.   It must have made a deej) impression on you. 

Gen. CitozTEii. I might say that it was incorporated in the annual 
report because it was tiie first instance in which we had applied the 
time study and premium sy.stem to work. 

Mr. KEATING. Did the planning room liave anything to do with 
the result? 

(ien. CROZIER. I do not see where it would have come in. What 
you have in mind occurred seven years ago. It is not as fresh in 
my mind as it should be. jjerhaps. In order to have that man keep 
that up it would be necessary that he should have everything he 
needed right there. He should have the blanks on which he was 
going to work, the tools with which he was to work, and everything 
else of that kind. The planning room, therefore, would have some- 
thing to do with that, because it would have to see that these things 
were on hand. 

Mr. KEAITNG. If we reverse these figures and start at the 72 min- 
utes, will we figure out 100 minutes in which the man will be per- 
mitted to perform the task * 
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(ireii. CROZIKR. XO. sir: tliefe is no iiietliod of figuring by whicli 
you would arrive at the 1!'0 minutes, because that was tiu' time which 
the nuin had taken when lie was worising along independently, and 
without any special assistance and without tiiis s])ecial study. There 
is no process by which the ItH) minutes could l)e arrived at from these 
other figures. 

Mr. KEATING. I^et us see if that is correct: Suppo.se you tai<e T*J 
minutes and add to tliat two-thirds, and tiien add two-tliirds of that 
trtal. 

(Jen. CROZIKR. Well, we take 72 minutes and add one-third of 
that, which is 24. Two-thirds make 48. and a(Uling 48 to 72. we get 
120 minutes. When we speak of tiie 72 minutes, we speak of the time 
which has been reached l»y finding the (|uici<est time in whicli this 
workman could do this work and adding two-tliirds. Having done 
that vve readi 72. When he attains 72 minutes, he gets one-third 
premium. In order to get the time within whicli lie would get some 
jjremiuni, we add the second two-thirds, and tiiat gives 120 minutes. 
If he comes within 120 minutes, that gives him some iiremium. 

Mr. KEATING. I beg your pardon, (leneral. I am not much of a 
mathematician myself, but I tliink you are mistaken as to your 
figures. The 72 minutes is the minimum time in which he can do 
the task, as I understand itt 

Gen. CROZIER. XO, sir; that is the time in which he is rea.sonably 
expected to perform it. and not the minimum time. That is the 
time in which he can do it all tlie time. On a spurt, or witli good 
luck, and in the ((uicke.st possible time, he can do it in less tiian 
72 minutes. 

Mr. KEATIXO. Let us refer now to this Frankfort! .Visemii order. 
You issued an order before the rider on the military bill reached 
the Senate. What was the nature of that order< I did not catch 
it when you made your statement. 

Gen. CROZIER. I directed the suspension of the |)ayment of all 
premiums excejJt such as had accrued at the time of tiie receipt of 
the order. 

Mr. KE.\TIN(I. Did you notify the workmen that the picniium sys- 
tem would lie abolished in ca.se the rider carried? 

Gen. CROZIER. I intended that to be the effect, e.xcejit that I 
lealized the rider was attached only to the Army bill. I fully 
expected that the .same rider would be attached to the fortifications 
bill, and I have never been able to understand why it was not. 

Mr. KF.ATIXO. HOW much of a reduction did that cause in the 
salaries of the emi>loyees affected? 

(len. CROZIER. The best estimate can i)e formed l)v looking at the 
table which I have handed to the stenogra|)hei'. .\pplyiiig it to tiic 
month of January, my recollection now is that the premiums 
paid in January, UHfi. were $3,300. That kind of an onler applied 
to the force existing this last January would have leduccd tiie pav 
of the establishment $3,300. 

Mr. KEATINO. AVhen did you revoke that order? 
Gen. CROZIER. AS so<m as the issue was determined by the passage 

of the bill with that legislation attached. 
Mr. KEJVTIXO. YOU went back to what svstem? 
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Gen. CROZIER. I stopped the premium payments at the Frankford 
Arsenal. I went back at the Watcrtown Arsenal to the system 
which had prevailed before I issued the order. 

Mr. KEATING. What about the Frankford Arsenal? 
Gen. CROZIER. There I changed from the premium system to the 

piece-work system. 
Mr. KEATING. What was the result on the salaries of the eni- 
yees? 

Gen. CROZIER. I do not think there was very much effect after 
that, as compared with what their salaries had been before I issued 
the order, because by an easy arrangement a piece-w^ork system of 
payment was devised which gave the same pay as the premium sys- 
tem had given. 

Mr. KEATING. You succeeded in that way in evading the will of 
Congress? 

Gen. CROZIER. I succeeded in avoiding the application of the 
reduction. I can not say it was the will of Congress, because one 
of the prominent advocates of your legislation—when 1 say " your " 
I do not mean you personall}''^said it was not intended to apply to 
the piecework system. 

Mr. KEATING. Would you share his view in case we passed this 
bill? 

Gen. CROZIER. That may have been what he thought was the in- 
tention. It is a difficult matter to find out just what is intended by 
legislation sometimes. 

Mr. KEATING. YOU knew this gentleman's ability as a lawyer? 
Gen. CROZIER. I did not rest on that. I appealed to the comp- 

troller. 
Mr. KEATING. YOU would not accept the comptroller's opinion, 

after the penalty was attached ? 
Gen. CROZIER. I would not. 
Mr. KEATING. It would be comparatively easy to determine what 

the will of Congress was, and execute it, would it not? 
Gen. CROZIER. It would be then up to me to avoid the risk of direct- 

ing an officer to perform an act which might be a criminal offense. 
Mr. KEATING. Didn't you understand that when Congress added 

that rider it wished the premiuirt and bonus systems to be abolished 
in Government work? 

Gen. CROZIER. I had no way of knowing the will of Congress ex- 
cept by its legislation. I can i^erhaps throw a little light on the 
latter by saying: The Member of Congress who proposed that amend- 
ment, and at whose instance it was added to the law, was aware, 
before it was too late to attach that .same kind of a rider to the 
fortifications bill, that without attaching it the legislation would 
not apply to funds under the fortifications bill, and he did not seek 
to do that. 

Mr. KEATING. You did not seem to experience anj' particular diffi- 
culty in interpreting the law when you issued the order suspending 
the bonus S3'stem at Frankford Arsenal. 

Gen. CROZIER. The law applies to Frankford. Do you mean 
Watertown Arsenal? 

Mr. KEATING. YOU issued an order at Frankford which you say 
you intended as a warning to the employees as to what would occur 
in case it went into effect. 
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Gen. CROZIER. Yes, sir. 
Mr. KEATING. Then, after the rider was put into effect, you came 

forward with a scheme by which you evaded the plain intent of 
Congi-ess, but yuu did not tell the workmen you had that in mind 
when you issued the first order. 

Gen. CiiOziER. You say I evaded the plain intent of Congres.s. I 
did not evade it in the opinion of the comptroller. 

Mr. KEATING. HOW about Frankford Arsenal? Was that order 
issued under a misapprehension of what this legislation meant or 
intended? 

To be perfectly frank, you attempted to sliow these employees what 
you thought the effect of this legislation would be if it pas.sed, and 
after the rider was adopted, you found means by which you could 
avoid the purpose of the legislation? 

Gen. CROZIER. I found means by which I saved them from the 
disadvantages of the legislation. 

Mr. KEATING. You did not sugge.st there was a way out of it when 
you issued the warning? 

Gen. CROZIER. I did not. 
Mr. KE^\TING. You referred to this legislation that was pending 

and you warned them if the legislation was passed a certain situation 
would be created, and you did that for the purpose of getting them 
to protest to Senators and Representatives? 

Gen. CROZIER. I did that for the purpose of allowing them to 
protest if they wanted to. 

Mr. KEATING. YOU are warning them that in case certain legisla- 
tion was enacted a certain condition would be created, and instead 
of that you created an entirely different situation? 

Gen. CROZIER. I found a way of saving them from it. 
Mr. KEATING. YOU think it is perfectly proper, do you, for the 

Chief or Ordnance of the United States Army to conduct himself in 
that fashion? 

Gen. CROZIER. I do. 
Mr. KEATING. While legislation is pending in Congress? 
Gen. CROZIER. I do. 
Mr. DENISON. The questions that I put to you a while ago were 

propounded with the idea of finding out what the result would be 
m case of any emergency such as a war. I did not have in mind 
what the attitude of organized labor would be, and I do not think I 
stated anything along that line. I interrogated you in order to get 
your judgment as to whether or not, under emergency conditions, it 
might become desirable to use a system of premiums or a bonus 
system in order to get an increased effort on the part of the men. 
That is what I intended to interrogate you about. 

Gen. CROZIER. Yes. Under the conditions of war I would say that 
you would get better results by giving a reward than by not giving a 
reward. I will not confine myself to workmen. I will say any set 
of employees. I wish to emphasize the fact that I believe there are 
many employees—and there are just as many among the class called 
workmen as in the other classes—who would respond to an appeal to 
their patriotism under those circumstances. 

Mr. DENI.SON. I have no doubt that the laboring men all over the 
country, in whatever field of work they are engaged, would respond 
as quickly, either to go to the front or do their part in the munitions 
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factories, as anyone else, but I wanted to get the benefit of your 
judgment and your obser\ation as to wlietner oi- not a condition 
might arise wliere tlie offer of a bonus oi' premium would result in 
an increased output. 

Mr. KKATI.M;. I know that you nuist have followed the develop- 
ments in Europe with a great deal of inteiest and accurate observa- 
tion, and I want to ask you if yon are familiar witii the attitude of 
the Welsh miners in their strike in connection with the output of 
coal in f^ngland during the war? 

Gen. ("lioziKK. Xot thoroughly. Mr. Keating. I only know what 
I have read in the newspapers. I have never read a Government 
publication on the subject. 

Mr. KK.\Ti\(i. Then you are not familiar with the fact that during 
the dependency of that stiike. while the coal miners of AVales were 
out of all the mines, a ])roposition was submitted to the cabinet of 
Great Britain which was substantially as follows: The members of 
the organization were to return to wf)rk in the mines and leceive 
such compensation as might be necessary in order to purchase food 
to sustain life ff)r themsehes and theii- families, and they were to 
work such hours as might be determined safe if the men wlio owned 
the coal mines would undertake to sell the coal to the Go\ernment 
at cost. 

Gen. CitoziER. I never saw that statement. Mr. Keating. 
Mr. KEATIXO. That is tlie case, and I mention it now merely that 

the recoicl of organized labor in connection with the war in Europe, 
at least the English end of it. may be justified to a certain extent. T 
think you will find, if you examine into the distui-bances in England 
in connection witli the manufacture of munitions, that mucli of tiio 
controver.sy between labor and the (io\ernment arises from tlie fact 
that the laborers feel that tiie owners of the munitions factories and 
the coal mines are earning tiemendous profits, and that they are 
entitled to share in those ])rofits. That is largely the case, and in the 
Welsh case it was exactly as I have stated it to you. The men weie 
willing. i>ractically. to work for their board, if the (iovernment 
could get coal at cost. I am sure you ha\e no desire, any more than 
I have, to j)lace labor in a false light in that connection. 

Gen. CROZIEH. T think it may be of interest, if my attitude has any 
significance in connection with this sid)ject. to say that I June many 
times expressed myself as not opposed to the oiganization of labor. 
I think that no one in this world is sure of getting his bare rights 
tmless he has some power to enforce them. In the case of tlie oeople 
known as workmen, wiio have small power individiiallv. I do not 
know of any way in which they can exert power. unle.ss they act col- 
lectively. 

Mr. IvEATiNCJ. It would naturally appeal to an .Viiuy otticer. 
Gen. CROZIER. .Since you have questioned me at some length in re- 

gard to this incident at Eiankford Arsenal. I would like to submit a 
short letter which I had not intended to submit. It was an informal 
letter which was written to me bv the commanding officer of the 
arsenal at the time when I lifted the suspension of the premium 
payments, after the legislation had been enacted which we have been 
talking about. This shows the effect of that lifting. It states the 
attitude of the employees, and throws some light on the question 
whether or not the employees like this sy.stem of payment which has 
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l)een called into iiuestion. The letter is so inforiiitil that the writer 
forgot to sign it. He is Col. Montgomery. It is also .so informal that 
the first sentence of the letter does not express what he meant to say. 
He speaks of my suspension of premium payments, when he really 
means the lifting or the removal of the suspension. I mention these 
things merely to show how informal the letter was. how far from an 
official do<Mimpnt it is. and how it was never e.xpected to be given any 
publicity.   I will read the letter: 

FUAN lOoRI)   .\KSKX AL, 
I'liiUiarlithia. I'a.. Mnicli H. t!>l6. 

Geii. Wii.i.iAJn Cuo/.iKK, 
jOnliKiiicc Offlcr. War Dc/iiiitiiKiil, Washiniilon, I). C. 

DEAR GKNKRAI. : When .voiir siisiieiisiou of premiiuu piiyiiieiits was niinoiincwl 
ill the cartriilse fnctiir.v, Shinklc tells me tlmt tliere wjis a cDiiiplete ehauRe in 
the whole atinospliere of the biiildiiiK. Pessiniisiu gave way to optlinisin, dissnt- 
isfaotion to coniplete <-oMteiilmeiit, faces iiiurkeil with cure to faces covered with 
dieerfiilliess, etc. There never was n better illustriition of tlie fact that the 
lireniium system, when administered in the interests of the employees, is one of 
the greiitest stimulus for the moral, physical, and I'maiicial well-l)einj: of the em- 
ployees. There must be cases, of course, where any system or task, wliether 
premium or |)iece rate, etc., luay be admiuistere<l .so harshly—as when the diil- 
«lren of Israel were re<iuire(l to make bricks without straw—that it results in 
lowering the nervous aial idiysical strenstli of the einploy«t>. but I believe tlmt 
such cases are very rare, liuieed. 

* « « « « * « 
Shinkle was Maj. Shinkle. who was in charge of the cartridge 

branch of the arsenal works. 
Mr. Xoi.AX. Will you siilmiit, for the purposes of the record here, 

a cojiy of the order that you issued, as well as any correspondence 
that yoti had in connection with it? 

(Jen. CKOZIKII. Yes. sir; I will be glad to submit a copy of the 
order. Do yoti luetin correspondence in(|uiring its to the metining of 
the order? 

Mr. XOI.AX. Any correspondence relative to it. 
(ien. CitoziKii. I have been corresponding with reference to the 

general subject ever since. 
Mr. Xoi.AN. I mean correspondence in regard to the order itself,, 

which either preceded or followed it. 
Gen. CROZIEII. I do not remember that there was any. btit if there 

wusj will submit it. 
Mr. KKATTNO. There does not seem to be any further (piestions. 

We are obliged to you for appearing here to testify before the com- 
mittee. 

(ien. CiioziKi!. I am very glad to have had the opportunity to 
appear before the committee. 

(Gen. Crozier submitted the following letters in response to Mr. 
Nolan's reque.st:) 

I Wnr iN-piirtmcnt tole);rain.   Otficlnl biislnpsH.] 

WAsm.MiTii.N, •hinuuiii J.'i, IHl'i. 
C'oMMAMtlNd OKKICKR. 

\\'i)tvrliiir» ArioiKil. Miixs.: . 
Cease all lime sttidies anil all i>remluni payments, except such ns shall have 

arcnied at time of notifii-ation of emiiloyees .-ind notify them at once. 
C'BOKlEn. 
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WAR DEPARTMENT, 
OFFICE OF THE CHIEK OF ORDNANCE, 

Washini/ton, March 5, 1915. 
From: The Ordnatioe Office. 
To: The Coniinaudins Officer, AVatertown Arsenal. 
Subject: Resumption of premium payments. 

1. Referring to tlie instructions of .Innuary 24. 19ir> (O. O. 10222/535), 
directi-nfr tlie su.spension of time studies and of all preniiuui payments except 
such as had accrued at the time of the suspension, you are informed that the 
suspension is hereby removed, and that time studios and i>remiuui payments, iu 
accordance with the methods wiiich were in practice at tlie time of the .suspen- 
sion, may be resumed and continued until ,Tune next, inclusive, after which 
date elemental time studies and premium payments from funds ai>propriated 
In the Army act will be suspended during the fiscal year ending .lune 30, 1910. 

2. You will receive further instructions concerning the legislation contained 
In the Array act, and the .steps to be taken for carrying its i)rovisions into effect. 

WlLI.TAM  CROZIER. 

Brigadier General, Chief of Ordnance, United States Army. 

[First Indorsement.] 

WATEKTOWN ARSENAL, March 8, 1915. 
To CHIEF OF ORDNANCE : 

Contents notwl and necessary action taken. 
C. B. WHEELER, 

Colonel, Ordnance Devartment. Comnwndina. 

WAR DEPARTMENT, 
OFFICE OF THE CHIEF OF ORDNANCE, 

Washington, January 26, 1915. 
From: The Ordnance Office. 
TO : The Commanding Officer, Frankford Arsenal. 
Subject: Suspension of premium payments. 

1. All premium [layments will be susjiended at once, except such as have 
accrued at the time of notification of their .susiiension, and the notification will 
be given at once. This does not apply to piece-rate payments, but only to pre- 
miums over and above regular day wages, which are paid to employees re- 
ceiving day wages.       • 

WILLIAM CROZIBB, 
Brigadier General, Chief of Ordnance, 

United States Army. 

[First Indorsement.] 

FRANKFORD AUSENAL, January 27, 1915. 
To the CHIEF OF ORDNANCE: 

1. The preceding instructions reached the luiderslgned at 2:50 \h m. to-tlay, 
as the greater part of the Washington mail did not reach this office until the 
afternoon. These instructions were promulgated to the shops by telephone and 
by publishing on bulletin hoards the inclosed circular. 

GEORGE  MONTGOMERY. 
Lieutenant Colonel, Ordnmice Department. Comnmnding. 

WAR  DEPARTMENT. 
OFFICE OF THE CHIEF OF ORDNANCE, 

Washington, March 5, 1915. 
From: The Ordnance Office. 
To: The Commanding Officer Frankford Arsenal. 
Subject: Resumption of premium i>ayments. 

1. Referring to the Instructions of .January 26, 1915 (O. O. 18000-O/3002), to 
susiiend all premium payments except those which had already accrued, you 
are informed that this su.si>ension is hereby removed, and that premium pay- 
ments may be resumed. In accordance with the methods which were iirevaillng 
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at the time of the suspension, and may continue until June 30 next, inclusive. 
after which date the leKislation prohibiting premium payments from funds ap- 
propriated in the Army act talve effect, and will remain in effect during tJie 
fiscal year ending .lune 30, 1916. 

2. You will recei\e further instructions in regard to the operation of this 
act, and the means to be employed for complying with its provision. 

WILLIAM CROZIEB, 
Brigadier General, Chief of Ordnance, 

United States Army. 

COMMITTEE ON L.VBOR, 
HOUSE OF REPRESENTATIVES, 

Washington., D. C, Saturday, Apnl 1.1916. 
The committee this clay met at 10 o'clock a. m., Hon. Edward 

Keating (acting chairman) presiding. 
Mr. EMERY. Mr. Chairman, we have no other witnesses to present 

at this time, because Mr. Richards, who was to have been a witness, 
was called away and had to leave. He received a telegram com- 
pelling him to leave. I hope the committee will realize that in our 
endeavor to save time we undertook to make our presentation of this 
question merely representative. We did not care to hunber up your 
record with cumulative testimony. We could have presented many 
witnesses from different parts of the country, representing not only 
their individual views but those of associations, but I understand the 
committee desired to conclude these hearings on Saturday, so I have 
uniformly replied to inquiries addressed to me that that was the 
wish of the committee, and that they could address their views to 
the committee if they so wished, and that the committee could decide 
whether to incorporate them in the record. 

Mr. KEATING. In one or two cases we have, in reply to such com- 
munications, stated that the committee would insert statements from 
them in the record, from one or two associations, so that I think the 
case will be pretty well covered. 

STATEMENT OF HON. CLYDE H. TAVENNEB, A MEMBEK OF CON- 
GBESS FROM THE STATE OF ILLINOIS. 

Mr. TAVENNEK. I would like to have the committee subpoena Mr. 
Richards to come back and testify. The rea.son is that his name is 
one signed to a letter that was sent out to raise funds with which to 
defeat this bill. While I do not blame the manufacturers at all for 
having their side represented here, I am anxious to know in what 
manner these funds are to be expended. As a result of revelations 
resulting from the Mulhall investigating committee, I believe Con- 
gress is justified in hereafter keeping track of how money, raised for 
the purpose of fighting legislation in the interests of workingmen, is 
expended here, and what their business methods are. I am jjerfectly 
willing, so far as I am concerned, to make any kind of a statement 
that is desired relative to how much money I have received or ex- 
pended, and I am the one who introduced this bill. I can say that 
1 have not received any money at all, and so far as I know no one 
who is advocating the passage of this bill has either received any 
money, collected any, or expended any. What I want to find out 
from Mr. Richards is how manv of these letters have been sent out. 
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A gentleman stated here the other (hiy that only $65 had been 
received. 

Mr. XoLAN. lie said he only received $65. 
Mr. T.WExxEK. This letter is only datetl March 21, and he said 

he had not Ijeen honie for three or four days. What I would like to 
get is to find out how many of these letters have been sent out, and 
how much money has been received. I also think that Mr. Emer\- 
should file with the committee a list of all of the manufacturers he 
represents here. He states he rei)resents 4.000 manufacturers. I 
think it is only fair to the committee to know the names of the 
manufacturers, and let those names go in the record. I want to offer 
here a letter I received from a gentleman by the name of John W. 
Powell, who is imknown to me. The letter is .self-explanatory. 1 
will either read it. or present it. with the matter he sent me. 

Mr. KKATINC. YOU might read it. 
Mr. TAVENNEK. The letter is as follows: 

.">."U  H.MiVARi) STUKKT.   WtiKliiiiijtini. ]). ('. 
REPRESENTATIVK TAVKNNKII, of lllinoix: 

I trust you will iHinloii iiii- for presiimliit; to eiuroiu-li upon your time, Imt 
I ntn desirous of callhij; ycun- iittention lo the activities of certaiti caijitalistic 
interests in iin effort lo defeat. Iiy use of uiouey. a itill. of wliicli you are tlie 
author, now pendins; in I In* I'liited States House of Uepresentatives. 

The acconi))anyinn papers lierewitli  foruanled  were received l)y  nie at  my 
residence through   tlie  I'liited  States  mail  and  siH'ak  for  tlieniselves.    Tliese 
gentleuieii evidently think Congressmen and  United States Senators are com- 
mercial a.ssels. and that prices nre subject to the law of supply and demand. 

Yours, veo' truly, 
.loHN \V. POWELL, 

•jl.i Hiirninl SIncl. Citji, Forinciiii of JniliaiKi. 

Then here are two blank envelopes that were sent out with the 
letter that Mr. Powell inclosed in liis letter, and one of the names 
is that of W. B. Richards. 43 A\'all Street, New York City, and they 
are accomi)iinied by blanks on which they wish him to make con- 
tributions. I do not wish to be understood as insinuating or in- 
ferring in any manner that there has been any wrongful expenditure 
oi any money. I just ttdce this position, in view of the revelations 
before the Mulhall investigating committee of the business methods 
of the manufacturei-s' a.ssociatittns. that Congress, following that, is 
justified in watching how these gentlemen work, and Ave have a right 
to know how they are spending money to defeat this legislation. 
I thank tlie committee very much.   I want to put that in the record. 

(The letter referred to is as follows:) 
tilNN,   lllCHAUDS   iV   Co.. 

•i:i WALL STHKLT. 4:^ KXCHANGE PLACE, 
Xnr York Citji. Mdicli  >1. Ifltli. 

Mr. .ToH.N W. POWELL. 
.'iSl Hdiriiifl Stnil A 11'..  Wiisliiiiiitoii. I). C. 

DEAK SIK: .\ iiersisteiit elTort is l)eln« niiide to ohtuiii legislation which shall 
Ijroliil)it. tirst. in (iovermnenl workshops, and later, in ))rivate plants, with 
whi<'h the (Jovernnient has deiilinirs. modern methods of etiiciency and economy. 

M the last sessl<ai of Concress, when the hill miikinjr the repidar appro- 
priations for the support of the .\rmy. was >mder di.scusslon on the floor of 
the Hinise, a rider was attaclieil to the foUowin^r efl'ect: 

•• Xo part of this approiiriatioii shall hi' avnilaUle for the salary of any 
officer, manager, superintendent, foreman, or other jierson havinK cluirpe of 
the work of any employee of the United Stntes Cfovernnient while making or 
caasiiiK to he made with a stop-wati'h or other time-measuring device a time 
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Study of any Job or of tlie niovonieiits of nny such Piiiployee. Nor stumld any 
part of tlu> aiiproin-iution in this l)ill be avaital)ltJ to pay any premium or 
bonus or cash reward to any employee in uihlition to liis ivfnilar wajjes. etc." 

The effect of tills lesrishition expire<l willi the apiiropriation. 
Mr. Tav.enner. of Illinois, has presented in the Ilotise a hill which has been 

referr»>d to the Committee on Labor, which jirovides that — 
" It shall he unlawful for nny oflicer. mami^er, superintendent, foreman, or 

other person liaviii); charge of the work of any employee of the United States 
Ooverimient to make or catise to he made with a stoi)-watch or other time- 
measuring device a lime study of any Job of any sucli emtdoyee, or of tlie 
movement of any such emph>ytH' while enpijted upon such work. No prenntims 
or bonuses or cash reward shall he paid to any eniiiloyee In addition to his 
regular wages." etc." 

The next stei> iilanned by the )iro|ionents of this legislation is an ai't to 
restrict the (Joverinnent ollicers from buying aii.v materials or suiiplies which 
have been nuinufactured by any shop employing modern edicMency methods. 
Failing direct legislation both of these ends may be sought by riders on the 
ap|>roprhition bills as was done at the last session. 

.\ committe«» of 10 has been aii)>ointed "To oppose legislation antngouistlc 
to etiiciency in American industry." composed of Henry U. Towne, chairman 
of the board. Yale & Towne Manufacturing Co.. New S'ork ; Miner Chipman, 
industrial counsel. New York: John It. I>uidr\p, iiroprietor and editor of En- 
gineering Maga/.ine, New York: Richard A. Felss. maimger, the <'lothcraft 
Shops, Cleveland, Ohio; H. I'. Kendall, manager, I'limpton Press, Norwood, 
Mas.s.; William Kent, cunsnlfing engiiu'er. New York: W. \V. Macon. editor. 
Iron .\ge. New Y'ork: Willi.s B. Ricliards, tJunn, Richards & Co., New York; 
Sanford E. Thompson, consulting engiiuHM-, Boston, ^lass.: \V. Herman fJreuI, 
Otis Elevator Co.. New Y'ork: and this cominitti>c on February 1 in assigning 
the various duties to the members of the iHuniuittee asslgnecl to me the respon- 
sibility of raising funds. 

I think the seriousness of the effort on which this comnnttee ic engaged 
will appeal to you without any argument from me. and tliat yoti will see the 
reasonableness of contributing to defray the expense which the committee will 
face in bringing l)efore the >Ieinl)ers of the Senate and the House of Represen- 
tatives a clear knowledge of the probalde effect of this legislation. If enacted. 

Y"<mr clie<'k nuiy be made to the order of W. B. Richards. The pro ratn part 
of It not exj)ended by tlie committee will be returned. 

It will  m'cur to you to write ,vour view-s to your Congre.s,sman.    Will you 
kindly send us a i-arbon of such letter? 

Very truly, .vours, 
W. B.  RiCHABDS. 

(Please mail this copy to H. R. Towne, cimirman, for amliting purposes.) 

HENRV K. TOWNE, 
9 Eaxt Fortieth Sfrcrt. \. Y. 

DE.VK Siu: We are to-day sending .$ contribution to the expense of 
the committee of 10 to oppose legislation antagonistic to efficiency in American 
industry. 

(A contribution of from ?'_'5 to .i!2.50 Is suggeste<l.) 

W.   B.   RiCHABDS, 
.}.? Wtiir stint. .V. Y. 

DEAR SIK: Inclosed please find .$ contribution to the expenses of 
the committee of 10 to oji|Kise legislation antagonistic to efficiency in .\merican 
industry. 

(Two envelopes, with printed addre&ses. as follows:) 
Henrv R. Towne, 9 East 40th .*^tre«>t, New York City. 
W, B. Richards. 43 Wall Street, New York City. 
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Mr. NOLAN. If you will ju.st pardon me, Mr. Chairman, for asking 
this question. Tliere is one question I want to ask of Mr. Richards, 
and I want to ask it of Mr. Tavenner. 

A paragraph of Mr. Richards's letter calling attention to the legis- 
lation that is attached to the appropriation bill in the last House, 
and also the bill that was presented and is now being considered by 
the committee, known as the Tavenner bill, is as follows: 

The next step planned l).v the proponents of this leRislntion is an act to restrict 
the Government officers from hnjing any materials or supplies which have been 
uianufnctured l>.v any shop employing modern efficiency methods. Falling 
direct legislation, botii of these ends may l)e souglit by riders on the appro- 
priation bills as was done at the last session. 

You introduced this bill here, Mr. Tavenner, and I would like 
to ask you if you have in your mind now, provided this bill is 
successful, offering an amendment to the appropriation bill, or at- 
taching anything to an appropriation bill, or introducing another 
act to restrict the (Jrovernment from buying materials or supplies 
manufactured by any shop employing modern efficiency methods: 

Mr. TAVEXNEK. I want to say that that statement there is the 
first thought or the first I have heard of that suggestion. I never 
thought of that before. This is the only time I ever saw it. Mr. 
Nolan, if you will give me that letter, I would like to call your 
attention here to a specific statement made in this letter. 

Mr. EMERY. Would the gentleman mind incorporating the whole 
letter i^ the record ? 

Mr. KEATING. The whole letter will go in. 
Mr. TAVENNER. It says here: 
" The next step planned by the proponents of this legislation "— 

that is, a specific, definite statement of the next step plaimed by the 
proponents of this legislation—" is an act to restrict the Govern- 
ment." That is absolutely untrue, because I never planned it when 
I introduced this bill, and if the gentleman who signed this would 
make that statement which is untrue, could it not be believed that he 
would make other statements that are equally haphazard? 

Mr. NOLAN. As far as you know, as the author of this bill, you 
have never had anything in mind along that line? 

Mr. TAVENNER. No, sir: I never thought of such a thing until 
I saw the suggestion there in that letter. 

Mr. EMERY. Mr. Chairman, may I make a brief statement to the 
committee, in view- of the remarkable statement made to this com- 
mittee? Mr. Richards has been here for three days. He is a very 
busy man, and he Avas anxious to be a Avitness, and would have been 
if the opportunity had been offered, but he was called away unex- 
Kectedly.    He expected to be here this morning, and, if you wish, 

[r. Richards will be here at any time, I am sure.    There is no 
occasion to subpoena him, if you desire to do so. 

Mr. NOLAN. I do not know that we would have that power. 
Mr. EMERY. Mr. Tavenner evidently thinks you have; but. any- 

how, Mr. Richards will be here whenever you wish him. He desires 
to be a witness, and the only reason he is not here is that he had been 
here for three days, and he was called out suddenly last night, but 
vou can have him any time you name. If you will name the time 
Mr. Richards will be here. I do not speak for him because I am his 
counsel, nor am I counsel for the committee of 10.   Mr. Towne is 
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their representative. I represent the Nationul Association of Manu- 
facturers in the matter, and other associations. As Mr. Towne ex- 
plained to you, that is a committee of engineers or engineering 
societies, with which the National Association of Manufacturers has 
nothing to do beyond the fact that it shares the view of this 
legislation which they expressed and entertain. Of course, if any 
intimation is to be made to this committee which reHects upon the 
integrity or good faith of the National Association of Manufac- 
turers, I shall ask that any charge be substantiated. 

Mr. TAVENNER. Mr. Chairman, if the committee will allow me, 
I would like to place something in the record of the report follow- 
ing the investigation of the Mulhall investigating committee. 

Mr. ExfERY. Mr. Nolan was a member of that committee. 
Mr. TAVENNER. I am not particularly anxious to do it, but I say 

that if the gentleman wishes me to I will do that. I only say, as 
the result of the revehitions made before that committee, that it is 
only right that Congress should hereafter watch the movements of 
that organization. 

Mr. EMERY. You are intimating. Mr. Tavenner, that the N. A. M. 
is raising some money for this matter. 

Mr. TAVENNER. NO; but the N. A. M. is represented here. 
Mr. EMERY. Certainly. 
Mr. TAVENNER. Therefore. I am particularly interested in seeing 

what the representative of the \. A. M. does, and where the money 
comes from, and all about it. I expected the legislation to be op- 
posed. I realize there are two sides to it. The only thing that I want 
to see is that everything is abovebonrd, so that we can see what 
methods are being used to defeat the legislation. 

Mr. EMERY. Mr. Richards's letter is self-explanatory. I am not 
familiar with it, but I heard it read. As far as I can speak for the 
National Association of Manufacturers, they court investigation of 
any kind. 

Mr. TAVENNER. I do not care to have the National Association of 
Manufacturers investigated because of anything it has done here, 
but I say, to make it plain why I think we ought to watch that asso- 
ciation. I will, if the committee will permit, put in extracts from the 
report of the committee that investigated it that will show why my 
reason is for watching how they work here. 

Mr. NOLAN. IS there necessity to put anything in this record that 
is already a public document? 

Mr. TAVENNER. NO; I do not think there is, Mr. Nolan. T am not 
particularly anxious to. T just say, that if Mr. Emery wishes me to 
do it. I will, to show why I consider that I am justified in watching 
the activities of the N. A. M. 

Mr. NOLAN. It appears to me here that (he committee of 10 was 
appointed, and they have endeavored to raise funds, but Mr. Towne 
said they were a committee of engineering experts and those in- 
terested in this efficiency system. 

Mr. KEATINO. Mr. Tavenner's idea. I take it, is this, that where 
an organization, openly and avowedly, is seeking to raise money for 
the purpose of influencing legi.slation, that the operations of such 
as.sociation or combination of individuals should be subject to public 
inquiry, and that some definite statement concerning the amount of 
money raised, and the purposes for which the money was expended, 
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should be given to the public in such a way as to show that the money 
has not been inipioiJeriy expended, and to sustain that view he cites 
the revelations in connection with the investigation of the so-called 
lobby which was made in the Sixty-third Congress. The committee 
desired to conclude these hearings to-day. Therefoi'c. I doubt if it 
will be possible to liave Mr. Richards placed on the stand. It would 
not be possible, uidess the conunittee decided to continue the 
hearings. 

Mr. NOLAN. It is just possible. Mr. Chairman, that Mi-. Frye. who 
was a memljei- of that committee, under Prof. Ho.xie. will be here 
Monday or Tuesday, and if he wants to come here I would ask the 
conunittee to hear him. and in that case I should think it would be 
a good thing if the committee would ask Mr. Richards to come here. 

The CiiAiiiMAN. Of couise that is up to tlie conunittee. 
Mr. E.MKRY. I will conununicate with Mr. Richards or yon can, 

Mr. Chairman, whichever you wish. 
Mr. KI:ATIN(;. Suppose we let the uuitter rest until we get some- 

thing definite about your desire to have Mr. Frye here. Would you 
know this afternoon? 

Mr. NOLAN. Yes: I think I will. 
Mr. KEATINO. That would give sufficient time to notify Mr. Rich- 

ards, would it not ? 
Mr. E:\iERy. Yes. 
Mr. KKATINC. All right: then there is nothing fuither on that 

point. 
Mr. EMKRY. ^^'e siiall expect, of course. Mr. Chaii-man, that if any 

iiupiiry is made which reflects upon the methods of these gentlemen 
that the same inquiry shall extend to anyone who betrays an interest 
in this matter, whether for oi- against it. 

Mr. KEATINC;. Of course the o]>i>onents of the bill have been ac- 
corded two full days here. 

Mr. EMEKY. I am referring to charges of this character. 
Mr. KEATINO. In ca.se the committee goes into charges of this kind 

I am confident that I can safely as.sure everyone interested a fair 
and full hearing. 

Mr. NOLAN. The reason I would like to have Mr. Frye is that he 
i.s the only one of those gentlemen I know. Prof. Hoxie would suit 
me as well as Mr. Fiye or Mr. Valentine, all three, or any member of 
them. The gentlemen that were here made suggestions, but we have 
not heard testimony from anybody that had given this matter any 
great amount of thought oi- that had conducted any investigation 
since the committee was a]>pointed in the Sixty-.second Congress and 
all the hearings were had on the bill in the Sixty-third Congress, 
and I think that somelwdy that had an opi)ortunity to study this 
scientific management in the shoi)s in which it is applied ought to 
come before the conunittee. I think that if Mr. Frye will come to 
AVashington we ought to have the benefit of his statement. The fact 
is that I am in doubt as to whether they wrote that report as it was 
printed in the final report of the Committee on Industrial Rela- 
tions. I Avould like to have at least one of those three men come 
here and tell us just exactly what their views are on this matter, 
becau.se they wrote a luianimous report, and I have not been able 
to get definite information on it. and I am in doubt as to whether or 
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not tlie fiiiiil report tliiit was written was the one that was included 
in the final report of the Committee on Industrial Relations. 

MI-. EMKKY. DO I under.stand. Mr. Chaiiin.in. that you wish uie 
to coninumiciite with Mr. Richaids to ask liiin to be here at any 
particular time? 

Mr. KKATINO. I think before doing that we sliould ascertain 
whether the committee desires to continue the hearings on Monday 
or Tuesday. Personally, T am quite willing to go on. if tliat is the 
desire of the committee, but I think that we should, as far as possible, 
consult with some of the members. The understanding was that we 
would close to-day, but if there is important testimony to be pre- 
sented it might be well to put the matter ovei' until Tue.sday. 

Mr. EMBRT. I will not be here personally on Monday, Mi-. Chair- 
man, but I will leave Mr. Richards's address with the clerk, and 1 
know that a communication from you addressed to him, or one from 
me if you wish it—would get him here just as ((uickly as you desire. 

Mr. KEATING. Will you leave his addres^s with the clerks 
Mr. EMERT. Yes, sir. 
Mr. KEATING. And it might be well for yon to communicate with 

him. 
Mr. NOLAN. We ha\ e got his address right here on that letterhead. 
Mr. KEATINO. Shall we proceed with Mr. Alifas? 

STATEMENT OF ME. N. P. ALIFAS. PRESIDENT DISTEICT NO. 44, 
INTERNATIONAL ASSOCIATION OF MACHINISTS, ROOM 3, NAVAL 
LODGE BUILDING, WASHINGTON, D. C. 

Mr. ALIKAS. Mr. Chairman and gentlemen of the committee, the 
people whom I have the honor to represent have been for the last 
five ov six years interested in preventing the introduction and exten- 
sion of the Tajdor system of shop management, or similar systems, 
in the Government workshops, and the bill that is now before you 
is one of the means toward that end. 

Our main reasons for opposing so-called scientific management, as 
exemplified in the Taylor system, are what the proponents of the 
measure claim it is going to do for us and do to us, and what the 
officials of the Government state that they propose to carry out. 

We have been criticised by the opponents of this legislation largely 
for resting a part of our opposition on apprehension. They claim 
that we should wait until something happens before we oppose any 
proposed system of management. Now, it seems to me that the re- 
spect in which human beings are superior to the brute is in their 
ability to reason and to deduct consequences from ])roposed actions. 
When we get to a point where we can not deduct what the probable 
i-esult of certain measures are, we are not going to advance as a 
human race. 

I will state, however, that apprehension is not confined to our 
side. I noted in the remarks of the gentlemen who have opposed 
this bill that a large part of their opposition to our position is based 
on apprehension. They apprehend, in the first place, that if we stop 
the.se practices in the (lovernment manufacturing plants that we 
are going to extend it to persons employed on contracts for the Gov- 
ernment, and then they apprehend that we are going to extend it all 

36ie»—16 18 
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through industry in the United States. That aijprehension of theirs 
may be very logical, but if their argument as ap[)lied to us is good, 
if we have no justification to apprehend consequences, or what we 
conceive to be the consequences, of the system, then they should not 
malce that aigument themselves. They can not, with justice, be on 
both sides of the fence. Thej' must either cease apprehending what 
this bill does not aim. at or else give us the right to aj>prehend what 
we conceive to be the consequences of these systems of shop manage- 
ment. Applying our position to the War Department, let us suppose 
that if some foreign power should outline a procedure for taking 
possession of the United States, for bomlmrding New York, say, and 
taking possession of it, and intimate to this country that they were 
going to do that just as soon as they found an opportunity, and fur- 
ther outlined their plan of how they were going to take possession 
of certain strategical positions in the vicinity of New York. If the 
War Department should not become apprehensive and take measures 
to prevent such an invasion. I would very much question the wisdom 
of the officials of that department. It seems to me we have a right to 
apprehend evil consequences when they are pointed out to us. 

Now, as to the justification for our apprehension, I would like 
to just (|uote you some of the writings of people who have favored 
the Taylor system. In the first place, a book known as " Shop 
Management." which is a product from the pen of Mr. Frederick 
W. Taylor, was presented some years ago before a body of scien- 
tific engineers, and was written at a time when he could afford 
to be frank. He was not at that time under the strain of being 
obliged to make his system appeal to the public; that is, he did not 
have to indulge in apologies for his ideas. He coiild be perfectly 
frank and free, and being a man who was experienced with handling 
industrial plants, and dealing with employers, I take it that he used 
the character of arguments he believed would appeal to manufac- 
turers in general, as something desirable to be attained. In reading 
paragraphs from this book it must be remembered that the kind of 
arguments and ideas presented in the mind of Mr. Taylor, at least, 
would api>eal to the people in whose workshops he desired to in.stall 
his system. The first intimation we had that the War Department 
was going to introduce the Taylor system was upon finding a copy 
of this book on the desks of several of the officials of the Rock Island 
Arsenal, in the machine shops. We read the book and concluded 
that that .sort of system was not the kind that was going to be bene- 
ficial to the workmen, and we protested against its introduction. We 
learned that the Ordnance Department officials could see nothing 
wrong about the views presented in this book, nor about the pur- 
poses of Mr. Taylor; and we concluded that if their conception of 
fair dealing and proper treatment of employees was what this docu- 
ment claimed, why. we could see that their conception of fairness 
was entirely different from ours. 

There ha\e already been read a number of extracts lief ore this com- 
mittee by different members of the committee, and therefore I am 
not going to read veiT many—just two or three—to illustrate the 
different aspects of the question. I will state here that our opposi- 
tion to the system was mainly based on the proposition that it is so 
constituted as to form a speeding-up system. Every element of it is 
so arranged as to accelerate the workmen.   It provides for the substi- 
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tutioii of cheaper workmen for the class of workmen that are now 
doing the work of the Government. It provides for a gradual elimi- 
nation of men who are unable to stand the pace. It is quite beside the 
question to ask whether or not the system has been carried out to that 
extent. That is another question, and we do not projiose to allow this 
thing to run along uninterruptedly until it has been carried out to 
its full extent. It would be manifestly unjust for anyone to expect 
us to wait until all of this .lire disaster had been heaped upon us 
before vce began to protest. AVhat we propose to do is to stop it 
before it goes that far. That is what our organization is for, and 
any reasonable man would expect that. If a man should hold you up 
at the point of a gun you would not wait until he shot you to try to 
take the gun away from him. You would take the gim away from 
him first. It is not necessary for you to be shot in order to under- 
stand that a bullet is going to hurt you. One of the outstanding 
paragraphs in IVIr. Taylor's work illustrating the purposes of his 
system is this: 

When the writer U'ft the steel works the Helhlehetn pieeeworkers were the 
finest hody of picked liil)Orers that lie has ever seen toRetlier. Tliey were prnc- 
tlcally aU flrst-clnss men, because in each case the task whicli they were caUed 
upon to perform was such that only a flrst-chiss man could do It. The tasks 
were all puniosely made so .severe that not more than one out of live laborers 
(perhaps even a smaller percentage than this) could keep up. 

A careful inciulry hito the condition of these men when away from work de- 
velopetl the fact that out of the whole ganj; only two were said to be drinkinfr 
men. This does not, of course, imply that many of them did not take un occa- 
sional drink. The fact is that a steady drinker would tlnd it almost impossible 
to keep up witii the pace which was set, so that they were practically nil sober. 

This is taken from " Shop Management," pages 13G1 and 13G2. 
This ideal is held up to the employer as an example—as the goal that 
they want to attain in all shops. It must be admitted by anyone that 
if tasks are made so severe that a nmn who is even slightly addicted 
to the use of intoxicants is unable to hold his job that the work is 
fetting too strenuous. Regarding specific instances of employers 

aving it suggested to them to force workmen to attain these tasks 
there is a colloquy to illustrate this point between Mr. Hawkins and 
Mr. Taylor in "Shop Management."' pages 1479 and 1480. which 
reads as follows: 

I think that Mr. Hawkins has also overlooked iinolher impoi-taiil factor, and 
that is the question of time. If Mr. Hawkins expects larw results in six months 
or n year in very large works he is hmkiuK for the impossible. If he expe<ts 
to convert union men to a higher rate of )iroductioii. couiileil willi hiirli wages, 
In six months or a year he Is expecting next to an imiMissiliility. IJiit if he Is 
patient enough to wait for two or three years he can go among almost any sot 
of workmen in this country and not llnd the trouble which he dlrl in Massa- 
chusetts. 

Mr. H.\WKi.vs. I have waited six years now. 
Mr. TAVI-OH. Have you tried the Incisive i)lan of centering on one. niiin, instead 

of going at the whole shooting match at once? I think faiim-e is due to a lack of 
patient jjersistence on tlie ])art of the employers and then to a lack of centering 
right on to a single man. No workman can long resist the help and [lersuasion 
of live foremen over him.    He will "ither ilo the work as he is lold or leave. 

That is the sort of persuasion they propose to use upon the work- 
men. I am not saying they have gone to those lengths in the War 
Department as yet, but they have not said they are not going to do it; 
in fact, the intimation is that they are going to do it. 
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In the report of the Chief of Ordnance for the fiscal year 1911, on 
page 17, he has the following to say: 

The confirimiUon of the claims us to the advautajit'S of the features first 
installed, which the practical test at Wutertown alTorded, lends sucli fori* to 
these further claims that, in the aliseiice of any jxisitive evidence to the con- 
trary, I do not thinlt they can he disregardetl l)y an administrative officer 
honestly desirous of serviiis; the interests of the Government. 

At that time we had been protesting against the speeding-up 
features of scientific management. The Chief of Ordnance had in- 
stalled the first feattires; that is, the routing of work and the plan- 
ning and estimating of work. We had not raised any considerable 
objection to these measures except in so far as they were going to be 
used as a basis upon which the rest of the system could be introduced. 
If these preliminary features were going to be used as a point of 
vantage fx-om which they could force the rest of it on us, we were 
going to object to them, ]ust the same as you would object to having 
a foreign fleet cross the ocean for ofFen.si\e purposes, even though 
while crossing the ocean it would not be doing any damage to this 
country. The Chief of Ordnance says that from the success of this, 
these preliminary features, that there is some justification for assum- 
ing that the I'cst of it would be advantageous. But one of the 
features of the system is that it must be installed gradually; that 
they must not put on the screws until after they have got it pretty 
well under way and everybody is under the sway of it. Then they 
can proceed to get the output. That, I think, is some cause for ap- 
prehension. The Chief of Ordnance has stated that judging by the 
success of the first parts of the system the supposition is that the rest 
of it is good, and ought to be applied. AA'e have been assured prac- 
tically from year to year that the system is going to be txtended, 
if it becomes feasible, and one part of the system that I have already 
referred to, that of displacing skilled men with nonskilled men, is 
one of the most objectionable. 

Mr. Taylor, in his work, says on page 1347, relating to the que,stion 
of what lie considers high wages, as follows: 

By hifjh wages he means wages which are high only with rehition to the 
average of the class to which the man helongs and which are jiaid only to those 
who do much more or better work than the average of their class. He would 
not for an In.stant advocate tlie use of n high-priced tradesman to do the work 
which could he done by a trained laborer or a lower-priced man. 

The advocates of .scientific management claim that it increases the 
men's earnings. A man will get his basic rate, and then, because of 
his efficiency, he will get an added amount, which is called either a 
premium, or a bonus, or some such desigiuvtion. That is true, pro- 
vided the basic rate is ju.st, but they claim that by their system they 
are able to put a laborer on the work of a mechanic. The laborer 
gets his dollar and a half or two dollars a day, plus a premium; but 
the day wage and the premium combined do not equal the amotmt 
that the mechanic got who was previously doing that class of work. 
That, in our opinion, is not increasing wages; it is merely increasing 
a laborer's wages and throwing the mechanic out of work. If the 
process keeps up, anyone knows that the mechanic, in order to make 
a living, will compete with the laborer. He is going to offer his su- 
perior services for the same wages that the laborer is willing to work 
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for.    That is about the way it would work out, if they had their 
wav about introducing the system. 

i was going to cite the evident intentions of the War Department, 
or the Ordnance Department, in relation to that matter. In the re- 
port of the Chief of Ordnance for the fiscal year 191."). on page 17, 
he has the following to say: 

I do not u).vsclf find In llip iinictico of scientitic nimniKeuiont In this depnrt- 
lUfut nnj- sign of relief from the necessity for highly skilled workmen In nt 
least the pro|>ortlon In which we hiive heretofore employed them, but If I 
should meet snch a possibility, I would not consider that the advantages of 
greater ease of production and improvement of the lot of less skilled workers 
would be offset by any supposed advantage in the maintenance of nn unneces- 
sarily large proportion of highly skilled craftsmen. 

He saj's he has not found any relief from the necessity of highly 
skilled men. That intimates that it would be a relief if he could find 
some way to eliminate the highly skilled workmen, and the pro- 
ponents of the Taylor sj'stem claim that they are able to do that if 
they are allowed to operate their system. Now, when an official of 
the Government continually tells us that he is going to try to dis- 
place sldllcd men and high-priced men with unskilled men and low- 
priced men, we think we are justified in opposing his .schemes, re- 
gardless of whether they have been tried out. or not. 

Now, as to whether or not the Ordnance Department would actu- 
ally do .stich a thing po.ssibly needs proof. T will state that in 
actual practice the Ordnance Department has done that very thing 
within the last year in a ntimber of in.stances. At the Frankford 
Arsenal, which is located in Philadelphia, they had in one depart- 
ment a lot of machines called Steinley machines. They had ma- 
chinists o]>erating them at the rate of pay of $3.24 a day. The 
officials conceived the idea of putting unskilled men on those ma- 
chines, and they did so; men were put on these machines receiving 
$2.24 a day, $1 a day less. They transferred the men who were op- 
erating the machines to other work, and put the unskilled men on 
them. Shortly after that, work became scarce in the department to 
which the highly skilled men had been transferred, and they were 
laid off. However, before they were laid off, some of them, one of 
them in particular with whom T was talking, informed me that they 
had been offered to he put back on these Steinley machines if they 
would accept the $2.24 a day. That was a somewhat roundabout way 
of leducing wages, but it was doing it, nevertheless. These higher 
priced men were eliminated by promotion at first, and afterwards 
were not allowed to be placed back on these Steinley machines at 
their former rate, but were offered a low rate of pay. 

Another illustration taken from the .same arsenal. Last fall we 
had an investigation there by a joint board, composed of em]iloyees 
which our organization had selected and the representatives of the 
management selected by the commanding officer, to investigate wages 
in that vicinity. The result of the investigation was the .setting of 
a higher wage scale for different grades of work at that arsenal. 
They had one classification there known as automatic screw-machine 
hands and another one known as hand screw-machine hands: the 
automatic screw-machine hands receiving a rate of $3.76 a day, and 
the hand screw-machine hands receiving a rate of $2.88. No sooner 
had this wage scale been set and put in operation than the manage- 
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inent cincei\c{l the idea of just changing the manner of doing the 
work, and instead of having that gi-ade of men on these machines, 
they put laborers on the $2.88 work. These laborers were getting 
$1.76 a day. They put supervisors over them to show them how to 
do the work. On the class of work that was to be paid for at the 
rate of $;3.7G, and which was su|)posed to be paid for at that rate, 
until changed as a result of anothei- wage investigation, that class oi 
work was going to be done at $2.88, simply because the management 
conceived another metlicd of doing the work. So that all the work 
we have done in investigating wages would go to nothing, provided 
that scheme went through. We protested against it. The result 
is that they are going to hire men at $2.88 and $3.76. That is the 
favorable lesult of our protest to the Chief of Ordnance. He has, 
however, specifically told us that if he thinks it is an advantage to 
hire these $1.76 men to do the $2.88 work, he is going to do it. 
He said the in\estigation was based on wages that weie to be paid 
for men working under the former conditions of labor, and if he 
changed tlie conditions, he had a right to hire other kinds of men at 
lower lates of i>ay. He stuck to the theory that if he could do that 
work with the class of men getting $1.76, he was going to do it, and 
he had don(> it in some instances. That is not theory or apprehen- 
sion en our i^art. Those are facts. The War Depaitment is no 
respecter of persons. What they would do to one man. they would 
do to another man. AVhat the Ordnance Department would do to a 
few men, putting them on the basis of $1.70 a day, we have reasons 
to believe would be done to all the high-priced men if the oppor- 
tunity presented itself, and we do not propose to allow that to be 
done, if we can help it. 

Now. tluit was not under the Taylor system, understand, but the 
officials who are running the Ordnance Department have l)ecome so 
imbued with the various features of the Taylor .system that even 
though they do not apply all of it they apply it as far as they can. 
and while they do not apply the stop watch up there, or the pre- 
mium system, at the present time they get pist as near to it as the 
law, in their opinion, permits them. For instance, they insist that 
it is perfectly proper to time a man with a watch at the Frankford 
Arsenal at the pi-esent time, jirovided they time him for one piece 
only. T have been advised by the men that on jobs that take only 
5 or 10 minutes a i^iecc, where they come in lots of 100—we generally 
consider a lot of 25, 50, or 100 a job—they will take one piece and 
time-a man with a watch on that and see how long it takes him to do 
it. That is contended by officials of the W^ai- Department not to be 
a violation of the intent of Congres.s. 

Some of the opponents of the pending bill have made mention of 
what they consider excessive penalties connected with the bill that 
is before you. Tn that connection, it seems to me that if officials 
of the Government are disposed to try to evade the evident intent 
of Congress just as far, in their opinion, as the law permits, there 
ought to be reason for some apprehension on their part that some- 
thing would hap])en to them besides a mere reprimand. 

Tn spite of the legislation that was passed by the last Congress, 
no heed has been paid to it by the War Department at the Water- 
town Arsenal as far as the premium system is concerned. That 
is due to the fact that this legislation was not attached to the forti- 
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fications bill. It is true that they had to stop the time study on the 
1st of July of last year, because the money from which the time study 
is conducted is paid out of the Army bill: but before the l.st of July 
arrived, I am informed by the employees, the time-study men were 
put on extra duty and were making all the time study they possibly 
could, presumably to tide them over the prohibitive season, like any- 
body would store up for a drought, or for the winter, thinking 
<iuite likely they could get along with the time study they had; and, 
in conjunction with this, if they could evade the intent of Congress 
by taking money out of the fortifications bill to pay the premiums 
with, they could conduct the system at the arsenal without a great 
deal of interference, and that is what has been done. 

I would like to state why that provision was not placed on th& 
fortifications bill. We had been led from time to time, through 
remarks that had been made by the Chief of Ordnance, to assuuie 
that if Congress once expressed itself definitely upon this i]uestion 
the system would be stopped. 1 do not find at tliis moment t\\& 
particular citation that 1 had in mind, but the Chief of Ordnance 
stated in a hearing before the special conunittee that was ajipDinted 
by Congress to investigate the Taylor system that he would not 
continue a system that was continually the subject of controversy 
and dispute and created disharmony, and we were led to believe, 
at least by inference, that if Congress once expressed itself on this 
question that the system would be stopped. Here I find the (juota- 
tion above referred to. It is on page 4911 of the Congressional 
Record of February 23,1915, and reads as follows : 

Mr. Tn.soN. There Is another quesUon I would like to ask in repird to the. 
system. If, after a fair trial of the second part, as we have called it, of this 
Taylor .system at Wntertown Arscnnl it should be found that it does not work 
satisfactorily to both Ilie (iovonimcnt and the men after a fair trial, so it 
could not be claimed on either side that it had not had a fair trial, it should 
be discovered that it could not be installed satisfiKrtorily to tlie workmen them- 
selves and to the manaKenient. do you believe Hint it would be installerl at the 
other arsenals regardless of that fact? 

• • • • « » » 
Oen. t.'uoziER. Anythiii); that prt)du(eil permanent dissatisfaction and discon- 

tent would be given up. We desire to have our relations willi the workmen 
harmonious. 

We conceived the idea that if a clause was attached to the naval 
bill affecting the Navy Department and one was attached to the 
Army approi)riation bill affecting the War Department that that 
would be heeded b.v both departments as to the entire department, 
and our understanding or our belief in that matter was strengthened 
by the fact that three days after the Army bill jiassed the Hou.se of 
Representatives last year a notice was posted at the Watertown 
Arsenal stopping the time study and the premium system, and two 
days after that, on the 2Ttli of January, a similar notice was po.sted 
at the Frankfort Arsenal. This appropriation bill did not relate 
to the Watertown Arsenal, but it did affect the Frankford Arsenal 
directly. Now, if the Chief of Ordnance intended to show the em- 
ployees what would actually happen under that bill he was mislead- 
ing them at the Watertown Arsenal, because afterwards he put the 
system right back again and insisted that it did not apply to the 
Watertown Arsenal. Now, on account of them stopping the system 
at these two arsenals just after the bill went through the House, 
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everybody thought that that was going to be the result of the legis- 
hition and that it was not necessary to further burden Congress by 
taking up its time on the floors of both Houses for the purpose of 
doing a lot of unnecessary work. If the Chief of Oi'dnance had 
heeded that expres.sion of Congress, this present bill would possibly 
not be before the House and it would not be necessary to conduct any 
further agitation against the Taylor system. 

During the debate on the measure in the Senate tlie opponents of 
the clause that was attached to the Army bill were continually ad- 
vising their colleagues to wait until the report came in from the 
Industrial Relations Commission. 

The Secretary of AVar had some time previous to this asked the 
Industrial Relations Commission to investigate the system at the 
Watertown Arsenal and report and intimated that he would follow 
their recommendations if within his power to carry out their wishes. 
Senator Root in particular, who led the opposition to our measure, 
brought out that point. That point has also been brought out in 
con-espondeTice the Secretary of War had at that time with the 
Appio])i'iations Committee of the .Senate and Members of the Senate, 
asking them to hold this thing off \mtil the Industrial Relations Com- 
mission had finished its report, intimating that his department 
would follow the recommendations of that conunis-sion. Now, the 
recommendation and ^iews of the commission has been made and 
expressed, and there has been no change made in the attitude of 
the Wai' Dejiartment on the Taylor system. The commission has 
made a report on this subject of scientific management, covering 
about 22 pages, and they criticize very severely the various features 
of scientific management. It is true that this report does not confine 
itself to the Watertown .\rsenal, but it covers 3:") of the best, under- 
stand, the best shops operating under scientific management in the 
country. It savs so right here in their report that thev have taken 
the be.st examples of scientific management, and they criticized them 
all. In toto. they do not carry out what scientific management pro- 
poses as a benefit to the working people. Among the criticisms they 
make is the lack of scientific accuracy, imiformity. and justice in 
time study and task setting. 

Mr. E:\rERY. Would Mr. .\lifas permit me to ask him a question 
there? 

Mr. ALIFAS. Certainly 
Mr. E:MEI!T. YOU sav the commission found out. Mr. Alifas. Do 

yon mean the Federal Industrial Commission, or do you mean the 
•committee that made the investigation, that submitted the report? 

Mr. ALTF.\S. Mr. Chairman, for the gentleman's information, my 
imderstanding is this, that the Industrial Relations Commi.ssion con- 
sisted of nine men. Four of them agreed upon the Mnnnin£r report, 
and three of them ain'eed upon a supplementary report, and the 
•other two members did not make any recommendations that covered 
nil the features of the other commissioners' report. Now. the ISlan- 
ning report contains a criticism of scientific management. The three 
men who composed the employers on the commission accepted the 
view of Mr. Bi-andeis on scientific management, and I will bring out 
in a moment or two, just what the result of their combined opinions 
on this question would be. 
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Mr. EMEKT. I only asked, because I did not know, when you used 
the word " committee" or " commission," whether you referred to 
Mr. Hoxie's committee, or to the commission. 

Mr. ALIFAS. I am referring to the report that was presented to tlie 
commission by Mr. Iloxie and his committee, which was practically 
the only information the commission had before them for consid- 
eration. 

Mr. KEATING. There is a call of the House, and it will be necessary 
for the committee to suspend, in order to answer to our names. 1 
presume we better take a recess until 2 o'clock. 

Mr. EMERY. All right, sir. 
Mr. KEATING. I got a telegram from Mr. Frye that he will be here 

Monday morning. 
Mr. NOLAN. I suppose we better try to make arrangements to-day, 

Mr. Chairman, to go on again Tuesday morning, after we meet this 
afternoon. That would give Mr. Emery a chance to notify Mr. 
Richards. 

Mr. KEAnNo. Would that be satisfactory to you, Mr. Emery? 
Mr. EMERT. Certainly. If any reflection or intimation has been 

made that reflects upon Mr. Richards, he ought to be here, by all 
means. 

(Whereupon, the committee took a recess until 2 o'clock p. m.) 

ArrER  RECESS. 

The committee reassembled at 2 o'clock p. m. at the expiration of 
the recess. 

Mr. KEATING. Mr. Alifas, will you proceed? 

STATEMENT OF ME. M. P. ALIFAS—Resumed. 

Mr. ALIFAS. Mr. Chairman, at the time of adjournment this noon 
I was talking about what the industrial commission had recom- 
mended in regard to scientific management, and I was reading one 
or two headings of the commission's report as to failures of scientific 
management. The heading I was reading was this: "Lack of sci- 
entific accuracy, uniformity, and justice in time study and task set- 
ting."   This is found on page 213 of the report of the conmiission. 

Far from iKMnj; tli(> iiiviiriiiblt' and purely objectivo matters Hint tJie.v are 
pictured, the iiioHiods siiid results of time study and task -seftinf; are In 
pr.'ictlce the s|)e<'ial sjiort of individual JuilKUient and oiilidou. sidi.iccl to all 
the [H)SSibilitle!S of divt^rsity, iiiin-curiicy, and Injustlco rlial arise from liumati 
iciiorance and pre.iudiie. 

On the next page, "214, tlie following two pmagiaphs are found: 
Detailitl observations of tlie practice of mal<in!; lime srudies and setflnp 

tasks .slio\ve<l jireat variations In methods and results. Seventeen separate 
Sfnirces of variations are iK)inteil out, any one of whl<li is sulticient to and lu 
practice does Kreatiy influence tlie results of time studies. 

In face of such evidence it is obviously absurd to talk of time study ns an 
accurate scientific method In practice or of the tasks set by uieans of It as 
objective scientific facts which are not possible or proper subjects of dispute ami 
bargaining. 

Those paragiaph.s show that time study is inaccurate, and when 
time study is inaccurate, and when it is presumed by the employer to 
be accurate, of course injustice results to the employees, and conse- 
quently we are opposed to that sort of a practice. 
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Regarding tlie question of pay. this report lias the following head- 
ing, on page 215: 

Failure to substantiate the claim of having estat)lishe<1 a scientific and equita- 
ble method of determining wage rates. 

On page 216 the following language is found: 
All of these systems definitely belie the claim that scientific manuKement pays 

workers in proportion to their eflieiency. One of them has the obvious Intent 
of weediUK out the lower grade of workers, while tlie other two are so consti- 
tuted as to make such workers very unpr(^fitable to the employers. Two of 
them lend themselves easily to the exploitation of mediocre workers—those 
who can deliver a mediuuj output but <;an not attain to a standard task set high. 
All of them furnish a strong stimulus to high efficiency and output, hut in them- 
selves furnish no visible check on ovcrspe<^ling and exhaustion. All of them are 
capable of being liberally applied, but all can also be used as instruments of 
oppression through the undue severity of task setting or efficiency rating. 

You will note that practically every abu.'e we have mentioned can 
be affected through undue severity of task setting or eiliciency rating. 

Mr. KEATINO. Will it embarrjiss you to interrupt you with ques- 
tions occasionally, Mr. Alifas? 

Mr. ALIFAS. Not at all. I will be very glad to answer any questions 
I can. 

Mr. KEATING. The theory of the Industrial Relations Commission 
is that this machine can be used in such a way as to oppress the 
worker ? 

Mr. ALIFAS. Yes; it can be made very oppressive. 
Mr. KEATING. If placed in the hands of unscrupulous or inconsid- 

erate employers or managers the system could veiy well become very 
oppressive to the worker? 

Mr. ALIFAS. It cotdd, according to their testimony. 
Mr. KEAITNG. And has that been your own experience with it? 
Mr. ALIFAS. Yes; that has been my observation, and it has been 

the experience of many people with whom I have talked. I will cite 
an instance to you a little bit later on that has received considerable 
publicity. 

On page 217, with relation to the question of stimulus, the follow- 
ing language is found: 

It must be adinitteii that the.se systems ure admirably suited to stimulate the 
workers, but in so far as there may lie virtue in the union principles of group 
solidarity and uniformity, and in s<i far as tlicy lay claim to scientific accuracy 
or a spiH.'ial conformity to justice in reward, they must l>e judged adversely. 

Mr. KEATING. Mr. Alifas, just on that point, how many efficiency 
systems are you familiar with—so-called efficiency systems? 

Mr. ALIFAS. Well, I have a general knowledge of several, such as 
th^Taylor system, the Emerson system, the Gantt system; but there 
are enumerable other kinds of systems; in fact, there are almost as 
many different kinds of systems as there are efficiency engineers. 
They do not seem to be able to come to any agreement as to what 
really constitutes scientific management. Each one calls his own 
system scientific and calls the other systems unscientific, possibly to 
the extent that they differ from his. 

Mr. KEATING. DO they all adhere to the principles and teachings of 
Mr. Taylor? 

Mr. ALIFAS. Mr. Taylor is regarded as the founder of the system, 
and to a greater or larger extent all those that I am familiar with 
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hearken back to Mr. Taylor's teachings. He is regarded as the 
founder of the science or so-called science. 

Mr. KEATING. But when it comes to elaborating that science, ex- 
pounding the science, the disciples differ as to method? 

Mr. AiJFAs. They do, verv materially. 
Mr. KEATING. Does organized labor object in any way to the stand- 

ardization of tools, machines, etc., in industry ? 
Mr. ALIFAS. NO, sir; they have never objected to real common 

sense shop management, which really is more entitled to be called 
scientific management. Organized labor is not opposed to industrial 
efficiency, but they are opposed to what these people see fit to call 
scientific management. It is merely a name for an ingenius set of 
oppressive practices. 

Mr. KEATING. SO that in so far as this so-called efficiency system 
T-elates to the standardization of machines, tools, nuts and bolts, etc., 
organized labor would have no objection to that phase of the efficiency 
system ? 

Mr. ALIFAS. NO, sir; no objection has been raised so far. 
Mr. KEATING. Has organized labor ever objected to the systemati- 

zation of shops by which unnecessary and wasted effort is eliminated? 
Mr. Ai^iFAs. They have never objected to systematization as such. 

I will state that they have objected sometimes to apparently inno- 
cent metiiods of management, but on the ground that it is the intent 
of the management to use those methods as a basis for oppression; 
that is, much the same as the public might object to a man carrying 
a gun, especially if he said ho was going to use it, not because the 
gun unused would hurt anything, but because its po.ssession furnishes 
a temptation to use it. 

Mr. KF.ATING. But in so far as the industrial establishments may 
have well-regulated planning departments proportionate to the size 
and nature of the shop, there would be no objection from organized 
labor to the systematization or the planning of the work oi- regula- 
tion of the shop so as to get the best possible results i 

Mr. ALIFAS. There has been no objection to tliat sort of thing. 
Our objection has only been directed at abuses. 

Mr. KEATING. Your objection is directed, then, primarily to a 
system which unduly stimulates the worker? 

IMr. ALIFAS. That is the idea. 
Mr. KF.ATING. SO as-to prevent him overexerting himself, either 

physically or mentally? 
Mr. ALIFAS. Yes; that is exactly it; and in that attitude we are 

upheld by this report of the Industrial Relations Commission. In 
their conclusion they have this paragraph: 

The social probli'iii crcateil by scioiitilic ruannjiemeiit, however, does not lie 
In this field. As rej;(ii'ds its social constniuencos neither organized nor unorgan- 
Izetl labor finds In scientific nianngcnii'iit any ude<iu:itc protection to Its stand- 
ards of living, any progressive n\eans for industrial education, any opportunity 
for Industrial denioci-acy by whli-h labor may create for Itself a progressively 
efficient share In mnnageintint. Therefore, as unorKanli5e<l labor Is totally un- 
equipped to work l'(u- these human rights. It becomes doubly the duty of organ- 
lze<l labor to Avork unceasingly and unswervingly for them, and, if necessary, 
to combat an industrial develoinuent which not only does not contain conditions 
favorable to their growth, but, in many respects, is hostile soil. 

I was going to mention, also, in response to a que.stion propounded 
by Mr. Emery a little while ago, the attitude of the three employers 
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on the Industrial Kelations Commission with regard to scientific 
management. They claimed they accepted the views of Mr. Brandeis 
on the subject. For your information I will just read two paragraphs 
from the commission's report which substantially covers his attitude. 
Beginning on page 422, and the paragraph on the top of the next 
page, the language is as follows: 

With tlio udveiit of the new science of iimniiKeiiient has come the ne.vt streat 
opportunity of incrensiiis; hibor".s share In the production, and it seems to me, 
therefore, of tlie utmost Iniportimce, not only tliftt the science should be dovel- 
oi>ed and should he iipplied as far as possible, but that It sliould he applied in 
cooiieratiou with the representatives of orgaidzod labor, in order that labor 
may now, in tlds new movement, get its proper stiare. 

I take it that tlie whole of this science of management Is nothlnj; more than 
an organized effort, pursued intensively, to eliminate waste. It Is In the process 
of eliminating waste and increasing the productivity of man, to adopt those 
methods which will insure the social and industrial essentials, fairness in de- 
velopment, fairness in the distribution of the profits, and the encouragement to 
the worlcing man whlcli can not come without fairness. 

I take It that in order to accomplish this result, It Is absolutely essential that 
the unions should be represented in the process. 

Now, that is what the employers on the commission subscribed to 
in toto. Taken as a whole there is no serious criticism against that. 
We agree that any system of management that will conserve energy 
and will lighten the buidens of people and will enable everybody to 
have more of the good things of life, and have it better di.stributed 
is a good thing. That part of it is all right, but he does not say any- 
thing here about the drai^tic features contemplated by the so-called 
Taylor system of shop management. In the first place, Mr. Brandeis 
calls this a " new science of management.'' Even supposing that it is 
a science of management, he says nothing about the different systems 
that we consider drastic. He merely contends that, assuming there 
is a science of management, it is in the direction of improved 
efficiency, just the same as a piece of improved machinery, and there- 
foie it is good if introduced with labor having a voice in its operation. 

Now, these .scientific management experts want to direct their in- 
vestigation and efforts only to a portion of the problem; that is, to 
systematizing the industry and the workmen, and to get everything 
out of the Morkmen they can. Init they do not propose to investigate 
the entire j^roblem to ascertain how the profits can be distributed 
the most scientifically. They want the employer to retain the profits 
of this thing, if po.ssible, but the workmen are to do the work. Now, 
if they would couple these things up, and say: "We will run the shop 
scientifically, with the understanding that the jirofits of the business 
are going also to be distributed scientifically so that the workmen will 
get the l)enefit," then the quarrel might not exist, but they do not 
propose to do that. In any partnership into which two or more per- 
sons maj' enter there is always the understanding that the partners 
are going to come to an agreement as to the distribution of the profits 
before they can do business. If they are going to do business first, 
and then run the chance or have it understood that one man is going 
to keep for himself all of the advantages of their cooperaticm, there 
would be no business done and cooperation. In that respect there is 
no conflict between the view here expressed by Mr. Brandeis and the 
view expressed by the other members of the commission. He con- 
tends that scientific management should be managed in cooperation 
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with the workmen, or that the employers should cooperate with ihe 
workmen, and the other membei"s of the commission have addressed 
their criticism against scientific management operated automatically. 

The War Department has not been willing to introduce a system 
mutually satisfactory. Mr. Thompson, an attorney for the commis- 
sion, in conjunction with Mr. O'Leary, of the Molders' Union, and 
myself spent quite a little time to arrange a .system of collective bar- 
gaining between the employees of the War Department and the War 
Department, but we disagreed at the point wiiere the Chief of Ord- 
nance refused to allow any differences to be determined by an out- 
sider. He admitted that collective bargaining was all right, but he 
wanted to have the deciding voice himself. 

That is not our conception of collective bargaining, and of course, 
the whole thing fell through for that reason. 

Before citing the position of the Industrial Relations Commission 
on this question. I was stating that Senator Root, on February 23, 
1915, had used before the Senate the argument that they cught to 
wait for the Industrial Relations Commission's report before they 
took action on the proposed clause in the Army bill to i)revent the 
time study and premium system, and that the .Secretary of War had 
taken that same position. 

Mr. KEATING. Pardon me just a moment. Let me see if I catch the 
point you are making. Your contention is that in any efficiency sys- 
tem, whether scientific or not scientific, the workmen should be given 
an opportunity to share in the profits which result from this increased 
efficiency, this increased output, and that in increasing the workman's 
efficiency, his physical and mental well-being should be one of the 
primary considerations of the efficiency engineer? 

Mr. ALIFAS. Yes, sir. 
Mr. KEATING. In other words, that the human machine should be 

conserved and protected by scientific management, and that that 
should be one of the primary purposes of scientific management, and 
that a scientific management which recklessly jeopardizes the life 
of the human machine is a dangerous scientific management? 

Mr. ALIFAS. Yes, sir. 
Mr. KEATING. And that a scientific management which increases 

the efficiency of the worker without proportionately increasing the 
compensation of the worker or reducing his hours of labor is an 
nnjust scientific system? 

Mr. ALIFAS. Yes, sir; that is my position. 
Mr. KEATING. But, as I understand, you have no objection to any 

system, whether known as a scientific system or an efficiency system, 
which conserves human life and which insures to the worker his 
proper share in the product of his toil? 

Mr. ALIFAS. NO, sir. 
Mr. KEATING. In fact, you would welcome that kind of efficiency 

system ? 
Mr. ALIFAS. We would welcome that sore of an efficiency system. 
Mr. KEATING. Becase, if some one can show you where the worker 

can produce more in a given time, with less effort, it would tend 
either to increase the compensation of the worker or to shorten the 
number of hours that he would be compelled to spend at his task? 

Mr. ALIFAS. Yes. Now, things that we are compelled—or meas- 
ures that we are compelled to oppose when we are at a disadvantage 
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and can not protect ourselves against encroachments we might wel- 
come if matters were so arranged that we were absohitely snre of 
protection. 

Mr. KEATING. Well, it is your belief that when Mr. Brandeis pre- 
pared his brief that he had in mind the protection of the workers as 
the very first consideration? 

Mr. ALIFAS. I think he did. I think he had in mind an ideal sys- 
tem of society where one class of people was not trying to gouge 
the other, where industry was going to be run for the benefit of not 
only the employer but the workman, and that the}' were all going to 
share in the product, and there would be such a check upon any of 
the abuses of management that abuses could not exist. Now, no such 
conditions or safeguards exist at the present time. 

Mr. NOLAN. That is all right, in theory; but how does it work out 
in modern industrial life? 

Mr. ALIFAS. It does not work out, and that is why we are trying 
to protect ourselves against a system of management that lends itself 
by its very structure to these abuses. I have not found out any way 
by which the scientific management exemplified in the Taylor system 
could be worked without jeopardizing the interests of the worker, 
and that is why we are opposing it now. 

Mr. KEATING. In one of Gen. Ciozier's statements he refers to a 
case where the efficiency of the worker was increased 274 per cent 
and his wages increased 33;\ per cent. Would you consider that a 
fair distribution of the products of efficiency? 

Mr. AnFAS. No; I would not. 
Mr. KEATING. YOU would think the worker would be entitled to a 

larger share of what had been produced by his toil? 
Mr. ALIFAS. Certainly. I will state that a great many of the 

alleged economies due to scientific management at the Watertown 
Arsenal are due to the introduction of the use of high-speed cutting 
tools and the purchase of better equipment and better machinery. 
That is outside of the speeding-up process. Such economies can be 
secured without the introduction of the speeding up of the workmen 
process, or the premium system and the stop-watch time study. It 
does not require time study to use high-speed steel. We have had 
high-speed steel in the machine shops all over the country for a num- 
ber of years, and my understanding is that the Watertown Arsenal 
before they started to introduce scientific management was in a very 
run-down condition and that it was not up to the standard of ordi- 
nary management, and therefore by introducing an intense system 
of management the difference between the output before and after 
the introduction of the system was very marked. Ordinary care 
would have possibly resulted in the saving the major portion of the 
alleged saving due to the introduction of their system. 

IVfr. NOLAN. I think you will find, Mr. Alifas, under Gen. Crozier's 
testimony before the committee in the Sixty-third Congress an ad- 
mission that a great deal of credit, as far as the increased produc- 
tion in the Watertown Arsenal was concerned, was due to the fact 
that they systematized the work and introduced modern methods and 
modern facilities; but on my asking the question as to what percent- 
age of this increased production was due to that and what in- 
creased production was due to the stop-watch and time-measuring 
systems he could not answer that question, but he did given consider- 
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able credit for tlie increased production to methods that are not ob- 
jected to by the employees and that you yourself say are welcomed. 

Mr. ALIFAS. Yes. 
Mr. NOLAN. So that he, while not giving us the percentage of it, 

admitted that a great deal—that is, that considerable credit—was 
due to systcmatizmg the work up there, as well as the introduction 
of new methods in the various departments, so that the very point 
you. are making there is admitted by G«n. Crozier regarding that 
Watertown Arsenal. 

Mr. ALIFAS. In the report of tlie Chief of Ordnance for the fiscal 
year 1911, on page 16, is found the alleged .savings on two different 
kinds of materials manufactmed at the Watertown Arsenal, and 
upon being questioned as to the details of the.se savings during the 
investigation that was made by the special committee of Congress 
in 1912, the information was elicited that one of the biggest items of 
savings was in the saving of material. It was claimed that 
they had saved half the material by the .system. Xow, that is a 
manifest abHurdity. You could not save half the material in an in- 
dustrial plant. Where does the rest of the material go to? Cer- 
tainly nobody carries it home. The chances are that pieces of ma- 
terial secured for previous jobs were used in part, and then were 
thrown aside, and during the time that they were trying to show that 
their system was efficient, they would pick out all of these small pieces 
of material from under the benches, and out in the yard, and use 
them on the work they were doing, and not charge it up to the job. 
That was credited to the saving of the system, but-after all that 
material was worked up, that sort of saving would cease, since mani- 
festly they could not continue the process of finding material in- 
definitely. That kind of saving would ccmie to an end when the 
material that is laying around lf)Ose was used up. 

Mr. KEATING. Are you a practical machinist. Mr. Alifas? 
Mr. ALIFAS. Yes, sir. I have served in the War Department alone 

for seven years. 
Mr. KEATINO. When you were learning your trade, did any one 

show you how to go about your task in the most efficient fashion? 
Mr. ALIFAS. NO, sir. If I recollect the temper of the competent 

machinists right in slio]xs when I worked at the trade outside of the 
arsenal, if the boss had attempted to come around and pull you by 
the sleeve and tell you how to handle your work, there would be 
likely to be trouble started right there. A machinist felt that he 
knew his business, and he did not want anyl)ody to be instructing him 
continually how to do his work, as though he were an apprentice. 
It was resented. 

Mr. NOLAN. But I understood the question of the chairman to be 
when you were serving your appenticeship at tiie machinist trade. 

Mr. ALIFAS. Did you .say apprenticeship? 
Mr. KEATING. Yes: when you were learning your trade. 
Mr. ALIFAS. If I had instructors? 
Mr. KEATING. Yes. 
Mr. ALIFAS. Oh, yes: an aj^prentice is always instructed on the 

different clas.ses of work and machines, during his apprenticeship. 
Mr. KEATING. And in those shops tliey had superintendents who 

planned work, and selected the l)e.«t tools with which to do the work, 
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and if their employers consented, got improved and up-to-date nia- 
rlunery, so as to increase the output of the plant'. 

Mr. AuFAs. Yes; the foreman was around the plant continually, 
devising improved methods, and at times suggesting different things 
to the workmen to facilitate and expedite their work. It was usually 
done in a diplomatic way; but ho did not presume to interfere with 
all of their moxements, such as a time study or motion study con- 
templates. 

.\Ir. KEATING. But i-o far as " .systematization " and "standardiza- 
tion," and "• routing " and " planning," and these various other terms 
which make up the language of efficiency or scientific management 
are concerned, all those processes, while perhaps described by some 
other name, were known to industry long before Mr. Taylor formu- 
lated his system. That is, you systematized woric, you standardized 
work, and you planned work, and you instructed the apprentices as 
to how to proceed with a certain line of work long before scientific 
management was brought into existence? 

Mr. AxiFAS. Oh, yes; but one difference was that they did not put 
it on paper, and did not hand it to the workmen on a sheet of paper. 
The foreman was not so much of a clerk as under tlic new system. 
He practically did all of his routing and planning, except it was not 
put down on paper.   He kept in close touch with his job. 

Mr. KF-ATIXO. Pardon me for interru])ting yoii. 
Mr. ALIFAS. NOW. a great deal has been said by different witnesses, 

including the Chief of Ordnance, about the report that was made by 
the special committee of Congress investigating the Taylor system. 
They say that the committee recommended no legislation. I would 
like to read you the clause that they refer to. It is on page 7 of 
this report: 

The selection of any system of shop management for the various (iioverumeut 
works must be to a great extent a matter of administration, and your com- 
mittee does not deem It advisable nor expedient to make any recommendations 
for legislation upon the subject at tliis time. 

Now, further down in their conclusions and recommendations, 
they say as follows: 

Fourth. The management should put forth every effort to Invite and Induce 
full cooperation lietween the working force and themselves, and should, there- 
fore, deal witli the working force in the most open, frank, and candid way, 
affording the fullest opportunity for consultation and explanation in advance 
of proposed action affecting the interests of tlie workmen. Stop-watch time 
study should not be made of workmen without their consent or any conditions 
l)e imiwsed upon them by authority which imply any indignity; piecework may 
t>e introduced where the work to be performed Is a continuous duplication, but 
witli the express understanding that piecework rates shall not be cut unless 
tlie comlitions of production are materially changed; in other cases tlie rate 
filiould he a straiglit day-wage rate at the highest prevailing rate for a similar 
class of work in tlie nelgliborhood where tlie Government work is to be per- 
formed, except tliat hy mutual consent l)oims and premium work may be intro- 
iluced, l)ut only with scrupulous care that the workman sluill have full oppor- 
tunity for increasing Ills earnings without risk of overstrain, for collective bar- 
gaining if he should so desire, and for easy and direct appeal to the manage- 
ment in any cas^s wliero lie may think his interests threatened. 

Now, after that committee reported I asked different members of 
the committee what they meant by the expression that they " recom- 
mended no legislation at this time," and whether they individually 
would recommend legi.slation at some future time.   The information 1 
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received from these members was that they thought the advice given 
to the Ordnance Department in their report would be followed out; 
they thought this was not a matter of legislation, but was a matter of 
administration, which was difficult to reach by legislation; and they 
believed, as I was informed, that the War Department would fol- 
low their advice. Now, the War Department did not follow their 
advice; and since they did not, members of the committee informed 
me later that legislation would be proper imdcr those circumstances. 
We took steps immediately to find out whether the War Department 
was willing to live up to the sense of this report. The War Depart- 
ment said they were not prohibited from going ahead as they saw fit, 
or words to that effect, and did not propose to abide by the recom- 
mendations unless it was followed up by legislation. We then pro- 
posed legislation, and that is why this legislation is before Congress 
at the present time. 

We have had investigations, and plenty of them. My impression 
is that the officials who desire to continue this system still want fur- 
ther investigations. Now, there is absolutely no legitimate object in 
continuing one investigation after another imless it is pi'oposed to 
take some action after each investigation. Now, the investigation 
asked for by the War Department has been concluded, and regard- 
ing which they have intimated that they would follow the con- 
clusions reached. They have not done this. It seems to me it would 
not serve any good purpose to have any further investigation; some 
action should be taken by Congress based on the several investiga- 
tions already made. 

Another reason for not continuing any further investigation is 
found in the last report of the Chief of Ordnance for the fiscal year 
1915, on page 17, where he says: 

I can not say tliat iiny new evidence lins niiide its appeiiraiuc in (lie opera- 
tions wliicli hiive «one on since tlie submission of my last iinnuai report; but I 
can say tlint all tin- ndvanlaKes wiii<-li bad llieretofore sbown tbemselves liave 
continned to prevail, and tlie spirit of cooperation and cbeerfiil industry which 
has sliown Itself in tiie everyday conduct of the Watertown Arsenal leaves little 
to be desired. 

This would argue that there is no necessity for any further investi- 
gation. He says there is no new evidence. Consecpiently, if there 
IS no new evidence, there is no necessity for further con.sideration by 
way of investigation. 

Now, the quotation just cited was incorporated in the report which 
was signed by the Chief of Ordnance on October 1, 1915. It is stated 
here that a " spirit of cooperation and cheerful industry " prevailed 
at the Watertown Arsenal. I would like to explain to the committee 
just how cheerful that cooperation was at that writing. On August 
4, 1915, a cou])le of months previous to the writing of this clause that 
I have read, there was submitted to the Chief of Ordiumce a {x-tition 
by a representative committee of the machinists at the Watertown 
Arsenal, protesting against the continuance of the Taylor system 
in the face of the legislation that was passed last year. It was ac- 
companied by a request for an increase in wages. 

To show that an increase in wages was justified. I will just cite 
here that there is at the present time a bill before this committee, a 
mininuiiii-wage bill, providing for n minimum rate of $3 a day for all 

36102—16 14 
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employees, regardless of whether they are mechanics or laborers. 
The average wage at that time at the Watertown Arsenal in the 
machine shops was $3.13. That is only 13 cents higher than this com- 
mittee is urged to provide for every laborer in the (lovernment 
service. I will say that some vears ago a laborer was paid $1.50, 
while a machinist was paid $3. That was abotit the general propor- 
tion. The machinists at the Watertown Arsenal are getting only 13 
cents more than many Members of Congi-ess believe a laborer ought 
to get. 

Mr. NOLAN. Let me ask you, Mr. Alifas. does that apply to the 
whole arsenal, or does it apply only to the machine shop? 

Mr. ALII AS. Only to the machine shop. 
Mr. NOLAN. When was that average made? 
Mr. ALIFAS. That average was ascertained by an investigator on 

behalf of the Uapartment of Labor, who went up there to investigate 
wages at the arsenal, and wages on the outside. 

Mr. NOLAN. HOW long ago? 
Mr. ALIFAS. He made his investigation along about October or 

November of 191o.   I think it was in November. 
Mr. NoiAN. This investigation was made since the inti"oduction of 

the Taylor system up there? 
Mr. ALIFAS. Yes, sir. 
Mr. NOLAN. This average wage that is being paid now? 
Mr. ALIFAS. Yes. 
Mr. NOLAN. With all of the bonus and premiums that these men 

have been earning? 
Mr. ALIFAS. No; that is outside of the bonus and premium. 
Mr. NOLAN. That is for the day workers? 
Mr. ALIFAS. That is for the day workers; yes, sir. That is the 

average day rate, and what they get, including their premium and 
bonus, and all, is not any more than we consider machinists in private 
industry in Boston, and machinists at the Boston Navy Yard are 
getting for straight day work. At the same time, an investigation 
was made on behalf of the machinists employed at the Boston Navy 
Yard, which is in the same vicinity, and we secured an average there 
of $3.84. That is 01 cents higher than the average prevailing at the 
Watertown Arsenal, where this scientific management is in operation. 

Mr. VAN DYKE. HOW many men have you got working in the navy 
yai-ds and arsenals in the United States? 

Mr. ALIFAS. There are pretty close to 5,000 in my organization, 
and that is perhaps 90 per cent of all of them. 

Mr. NOLAN. That is, all machinists? 
Mr. ALIFAS. It is only machinists I am talking about. 
Mr. VAN DYKE. I mean all employees in the navy yards and ar- 

senals who would come under the provisions of this act, or who 
would be directly affected by the provisions of this act? 

Mr. ALIFAS. NOW, there would not be very many affected directly. 
They Avould be affected indirectly by being relieved from the possi- 
bility of having to work under these systems. There are only about 
600 employees that are actually working under this system, but about 
35,000 people in the navy yards and arsenals will be subject to work- 
ing under the Taylor system if this act is not passed. 

Mr. VAN DYKE. They might be, if the act was not passed? 
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Ml-. ALHAS. Yes. 
Mr. VAN DYKE. There might be subject to working under the Tay- 

lor system, you say, about 35,000 of them? 
Mr. XVLIFAS. Yes. 
Mr. VAN DYKE. That indudes all the machinists and laborers in 

the navy yards and arsenals in the United States? 
Mr. ALIFAS. Yes. 
Mr. VAN DYKE. Outside figures? 
Mr. ALIFAS. Yes. 
Before we started on this colloquy I was outlining the state of 

affairs that existed at the Watertown Arsenal. The Chief of Ord- 
nance, in his report of October 1, 1915, says that they are cooperating 
cheerfully up there and there is a fine sprit of harmony prevailing 
at the arsenal. Now, this request for.the discontinuance of the Taylor 
system and an increase in wages was the precursor of a very serious 
situation; that is to .say, on August 31 I received a communication 
from our international president that he had received from a com- 
mittee at the arsenal a letter asking that they be permitted to strike 
in the event the Government ofticials did not see fit to grant their de- 
mands.   I will incor])orate that letter in the hearings at this point. 

Mr. KEATIN(;. Without objection, it will be inserted in the record. 
Mr. ALIFAS. It will not be necessary for me to read it. The sub- 

stance of it is that they request him to allow a strike to be called in 
the event they do not secure satisfaction. 

(The letter referred to is as follows:) 
23 C'HARi.KS  STREET, 

Aubumdalr, Maxx.. Augitxt 31, 19ir,. 
Mr. WILLIAM H. JOHNSTON, 

IntcriKitioiKil I'vadtlviit I. .1. of .1/.. 
j0>-',07 Mcdiir hnihling. Waithiiigton, B. C. 

DEAR SIB: Since our odiiiiminicntifm was forw«rtle<l to tlip Chief of Ordnance. 
W'lUluni (^rozler, pertMiiiing to the nbolishuient of in-eniluni or rate eystem of 
payment, aecordln^ to the latest returns, there has been no settlement. 

I take pleasure in nnnonncin); to you that the machinist representatives of 
Vrsenal Lodge, No. 150, also the representatives of Boston Lodge, No, 2(54, de- 
sire to place this matter in your hands for ii s<'ttlement. It is needless to .say 
that we have worked very diligently on this matter ourselves, and we have 
cooperated with the other departments for a settlement. 

I have l>een advised to ask yonr i)ermlssion to take a walk-out vote, as now 
Is the accepted time for this action, and report back to you the result of the 
vote, which no doubt proves to you Just exactly how we feel. 

We have organized the machinists of this nr.senal to better our conditions 
and for the purpose of dLseontinning the premium system of payment and be 
returned to a daily wage, which is stated on the copy which was recently for- 
warded to you. 

We sincerely hope that you will take Immediate action on this matter. 
Yours, resi)ectfully, 

M,    W,    BOWEN, 
Chairman Machinist Committee. 

Mr. KEATING. What percentage of the employees were represented 
by this suggestion? 

Mr. ALIFAS. About one-third; that is, one-third of the whole ar- 
senal, but practically all of the machinists at the arsenal; one entii-e 
department. There was very little dissent among the machinists in 
the department. 

Mr. KEATING. The Taylor system was in force in this department! 
Mr. ALIFAS. Yes, sir. 
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Mr. KEATING. These men who protested were in a position to gain 
the benefits of the bonus and the premium system, were they? 

Mr. ALIFAS. Yes, sir. The men have taken the position up there 
that they do not want the premium and bonus. They would rather 
have the straight day work and get awaj' fi'om the system than to 
work under the system and get the premium and the bonus. Of 
course, they feel that they have been paid abnonnally low. One of 
the features that is ascribed to scientific management is that under 
it employers aim to set the day wage sufficiently low to make the 
premium system attracti\ e to the worker. In the event the premium 
system were abolished the day rate would, of course, have to come 
up in order to hold the men. 

Mr. NOLAN. Right there, Mr. Alifas. is it not a fact, and I believe 
it has been so testified to by Gen. Crozier. that prior to the installa- 
tion of this Taylor system up there, that there were only 10 men in 
the first class, of all the high skilled mechanics among the machin- 
ists in that arsenal? 

Mr. ALIFAS. Yes; I believe so. 
Mr. NoLAX. And that they never let any more than 10 men get into 

that class; and their wage. I think, at that time was $.3.54 a dav. 
Mr. ALIFAS. Yes: $3.52. 
Mr. NOLAN. $.3.52. They never gave them an opjioitunity. no mat- 

ter how well f-killed they were, to get into that class, and put a limit 
of 10 men on it. 

Mr. ALIFAS. Yes; I think that was the ai-rangement. 
Mr. KKATINO. Was that a provision of the law? 
Mr. ALIFAS. It is not the law. but that was the practice at the 

arsenal. 
Mr. KEATING. Before they put in the Taylor system ? 
Mr. ALIFAS. Yes; and that largely prevails there at the present 

time. They have a very small ])roportion of the men at the top rates. 
Their theory .seems to be to have as much work as possible done by 
cheap men. 

Shortly after that I received a letter fi'om the employees there. T 
will state that before I received this letter I had communicated with 
the employees, asking them wliat was being done on the Taylor sys- 
tem, and if the legislation that had been passed by Congre.s.s had had 
any effect on the .sy.-tem. In the letter I received fi-om the Secretary 
of oui- organization there, in respon.se to mv inquiry, is the follow- 
ing language.   I do not desire to read tlie whole letter: 

You askefl in your telofinini poncornlii}; tlic premiuin system In the .slioi). We 
li.TVp the Taylor systoni iis coniiilctfly as over, with tlM> oxception of tlie .stop 
wntdi. Theriitc setters set the rate in the oflico. Thoy still stand over n man all 
(lay witli a l)Io(k of paper and u r"'ncll. hut fall it ohscrvins Instead of time 
study.    Thoy liave pliniinatod the watch. 

That was tlie status at tliat time, on .\iigiist 2. 1915. 
On October 18. 1!)15. I receixed this communication. The .send- 

ing of this letter was due to the fact that a certain efficiency engineer 
in IkKston had sometime before that been gi\en authority to represent 
the men on the supposition that he was going to a.ssist them in throw- 
ing out the Taylor system, including tlie time study and the ])remiuni 
system: but wiien our legislation was pending in the Senate he wrote 
to the jimior Senator from Mas.saclmsetts stating that he was author- 
ized by the employees to oppose the legislation directed against the 
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stop watch and the premium system, and upon finding out that he 
diflfei-ed with the emploj'ees and might be called to task for not 
carrying out his agreement, he resigned as their counsel; so in order 
that there might be no dispute as to who had authority to represent 
them in Washington they wrote me this letter. I will incori)orate the 
letter in the hearing. It merely indicates that they gave me un- 
qualified authority to represent them in Washington on these matters: 

Mr. ALIFAS. This letter follows the language of a previous authori- 
zation and includes the Industrial Commi.ssion, which had finished 
its work, but the employees doubtless thought the commission still 
had some work to do. 

Mr. XoLAN. Did I understand there that this man was supposed 
to represent them in opposing the stop-watch, the time-study, and 
the bonus and the premium systems? 

Mr. ALIFAS. Yes, sir. 
Mr. NOLAN. And then wrote to Senators*stating that he was not 

opposed to it? 
Mr. ALIFAS. Yes. sir: and that he had authority to state for the 

employees that they were opposed to the pending legislation. 
Mr. KEATING. Without objection, the letter wdl be inserted in the 

record. 
(The letter referred to is as follows:) 

INTERNATIONAL ASSOCIATION OV MACHINLSTR, 
OFFICE OF RECOBDINO SECRETARY, 

// Fnirflcld Street, M'atertown, Mass., October IS, 1915. 
To ichomsocvcr it may concern: 

This is to certify tlint Mr. N. V. .Vlifus, president of district 44, International 
.\ssociation of Jracliinists, is iintliorlztMl and enipowered lii'rel)y to rein-esont 
the ni.nclilnlsts eniploywl at tlie Wntertown Arsenal, who are members of 
l.«d«e No. l.W, Internntlonal Asswiiition of Machinists, which lodee is com- 
posed of approximately 'M \)er cent of tlie machinists employed at the Water- 
town -Vrsenal. 

Particularly Is he authorized and empowered to represent Iheni before the 
Federal Commission on Industrial Relations and Congress on matters relating 
to the Taylor system of shop manaKement as In operation at the Watertown 
Arsenal, or any other system of shop management. 

Very respectfully, 
[SEAI..1 .Tos.  P.  LARKIN, 

Rrcordinfi Secrctarp. 
F.   A.   HOIAVAY, 

President. 
M. W. BOWERS, 
C. E. OUI.BBAND, 
MAURICE J. I^YONS, 
S. G. HALBERO, 
H. H. BEATON, 

Committee. 

Mr. ALIFAS. Now. along about that time I was having some cor- 
respondence with the Secretary of AVar. to .see what coidd be done 
toward getting the restrictive clause in the Anny bill applied to the 
Watertown Arsenal. I urged that (.he War Dejjartment should ob- 
serve the spirit of the legislation, regardless of whether it ai)plied to 
all the appropriations that were available for their ust% or not. On 
account of this matter pending before the War Department. I 
urged the employees not to strike, at least until we had an oppor- 
tunity to see what the Secretary of War would do about it. and they 
held this matter off.   It was not until the l.st of January that I was 
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unable to get them to hold off any longer. On that date they took 
a strike vote. The .strike vote resulted in a large majority favoring 
a strike, but not a sufficient proportion of the men favored this plan 
to warrant a strike being called. That was due to tlie fact that .some 
of the men thought it was better to wait and see what the War De- 
partment was going to do about this thing; and some of them tiiought 
this matter could be straightened out in some other way besides 
striking; so the strike was not actually called. 

Mr. KEATING. YOU moan on January 1 of this year? 
Mr. ALIFAS. On January 1 of this year, 191(5. All this trouble was 

brewing at the time the Chief of Ordnance claimed there were per- 
fectly harmonious relations existing between the management and 
the employees at the Watertown Arsenal. One of the reasons that 
may have deterred some of the men fi'om voting for a strike was 
that for their protection I had been obliged to supply them with 
information as to restricfions of law against striking in the Govern- 
ment service. I had secured from the Secretary of Labor the provi- 
sions of law on strikes in Government shops, and I ]>reseiited all 
that information to them in order that the emploj'ces should not be 
charged with violations of the law. There was no prohibition in 
law, in my judgment, against striking in the Government arsenals, 
but I wanted to have them be on the safe side, so I sent them that 
information. That may have had a bearing, however, on their de- 
cision not to strike at that time. 

Mr. VAX DYKE. They were not classified civil service employees? 
Mr. ALIFAS. Yes: they are. 
^Ir. XoLAX. ]\Ir. Alifas, right there, is it not a fact that all men 

in the Government .service, mechanics in the Government service, as 
well as the organization that they belong to in the Government serv- 
ice, hesitate a long time before striking in Goveinment shops, whereas 
in private employment they would not hesitate nearly as long as 
they do in the (Jovernment shops? 

Mr. ALIFAS. That is very true, Mr. Nolan. If that had been a 
private shop. 1 imagine MO would have had a strike five years ago; 
and it would have come to a show-down whether they were going 
to have scientific management or not: but all American people feel 
that the Government is going to be just eventvuilly, if they can only 
wait long enougii to get the (lovernment to take action; and merely 
becau.se some of the officials of the Government are unyielding is not 
an indication that the entire (iovernment is going to be imyielding. 
The employees have waited for a long time to pet either the dejiart- 
ment or Congress to take action on thi.s matter, and they are still 
waiting. 

I would like to submit for the lecord here the correspondence 1 have 
had with the Secretary of War on this subject, which is now com- 
pleted, the Secretary having recently resigned, much to our i*egret, 
since he was fair in most matters. 

Mr. KEATINO. Without objection it may be inserted in the record. 
(The correspondence referred to is as follows:) 

.MAY 4. 1015. 
Hon. LiNDLEY M. GARRISON, 

ffccrelnrji of War, WnshhifltDii. /). C. 
DEAR SIR : .Voconllng to press reports which apitenred shortly after the close 

of the Si.xt.v-tliird Ponnress. Hrlg. (Jen. Wllllnin Crozier. Chief of Ordnance, 
1«  cre(Ilte<I   with   snjlnji   In   effect   that   It   is   his   intonton   to   continue   tlie 
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premium system at the Watertown Arsenal, beenuse the chiuso In the Army 
appropriation bill proliiblting time study awl premium payments does not pre- 
vent him from using the funds in tlie fortlticntion appropriation bill for that 
purpose. 

Subsequent to the appearing of tliese press reports, I had an interview with 
the Chief of Ordnance, and urged that the evident intent of Congress in passing 
this legislation be given its due weight and that the objectionable features? of 
the Taylor system be eliminate<l. 

I learne<l that the (.'hief of Ordnance intende<l to continue as much of the 
Tiiyliir system at the Watertown Arsenal as a literal interpretation of the 
clause in the Army bill would permit. In his opinion it swms that the depart- 
ment i.s permitted to continue the premium system. The reasoning of the Chief 
of Ordnance appears to be about as follows: The restrictive clause in the 
Army bill applies only to appropriations contuined in that bill; and does not 
aflfect any money that is provided In other supply bills: consfH)uently, since 
most of the money spent at the Watertown .\rsenal is provided through the 
fortification appropriation bill, the premium system can be continued from 
swch funds, because the fortification bill does not contain the clause prohibiting 
time study and premiums. However, the time study will be discontinued, due 
to the fact that the Army bill provides the funds for the payment of the 
officers' salaries and a time study could not be made without the sanction of 
officers of the department. 

We believe, however, that some attention should be paid to the spirit of this 
legislation, and to tlie evident intent of Congress, and the effect that the re- 
strictive'clause In the Army bill was expected to have; and we most earnestly 
appeal to you from the decision of the Chief of Ordnance and urge that the 
time study and premium sy.stem be discontinued by tlie Ordnance Department 
In all of its arsenals not later tlian July 1, 1915. 

The debate in the Senate on February 22 and 23, 101.5, indicated that both 
proponents and oi)pinieiits of this anti-Tiiylor system clause were under the 
Impression that if the clause passed it woulil prohibit these practices in the 
Ifovernment arsenals for at least one year. Tills impression was encouraged 
by the action of the ("hief of Oi'dnance in discontinuing time study and the 
premium system at the Fraiikford and Watertown Ar.senals immediately ui>on 
tlie passage of the Army bill by tlie House, and also by the language In com- 
munlcatioiLS forwarded to Members of tlie Senate by the Chief of Ordnance am' 
the Secretary of War, as the following will show. On .Tamiary 2."), 191">. tin 
following notice was posted on tlie bulletin Ijoards at the Watertown Arst-nal: 

•• Slemorandum : In compliance with instructions frimi the Chief of Ordname. 
all time study will cease; also all i)reinium payments except such as have 
accrued at the time of this notification. 

" C.   B.   WHKEI.KH, 
" Colonel, Ordniince Dcpnrtment, VniiniKniiliiifi." 

This notice was Inserted in the Congressional R(>cord by Senator AVeeks, of 
Massachusetts, on February 23,' 191.5, during his remarks on the clause in the 
Army bill. 

In addition to the remarks made by Senator Clmmberlain, chairman of the 
Cominittei^ on Alllitary Affairs of tlie Senate, relative to the clause prohibiting 
time study and the preminm system, he inserted .several letters and documents 
Mubmitteil to his committee by tlie War Department on the subjwt. The fol- 
lowing letter under date of .lanuary 30, 191.5, addressed to the Secretary of 
War by the Chief of Ordnance, leaves the impression that tlie passing of the 
propo.sed clause would prohibit time .study and the premium system at the 
arsenal.s.   -Please note the parts in italic: 

" OBPNANCK OFFUK. •/(iniiinii ,iO. I!)l'>. 
" To the SECRKT.\RY OF WAK : 

" 1. The legislation referred to in this petition is contained in a proviso of 
the Army bill (H. R. 20347), which passed the House of Representatives on 
January 22 and is now pending in the Senate. The language referring to the 
class of payments whicli have be«Mi su-spended at the Fraiikford Arsenal Is the 
following: 

.> 4 • t • jior shall any part of the appropriations made In this bill be avail- 
able to pay any premium or bonu.s or cash reward to any employee in addition 
to his regular wages, except for suggestions resulting in improvements or 
economy in the operation of any Government plant; and no claim for services 
performed by any person while violating this proviso shall be allowed.' 
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"2. As the lesislntion is CIHIIIIWI by its proixiiipiits in tlie House of Itepre- 
sentntives to be in ttie interest of tlie worlinien wlio would ))e affeete<1 l>y it, I 
have consiUere<l it but just to all such workmen tliiit they shouUl have warning 
as to tlie eflfec-t of tlie measure in case it should he enacted Into law. / have 
therefore giveii the xame effcet to the prohihition that it would have if it 
became taw by directing that all premium pajimentx, except such as have 
already accrued, shall cease at the arsenal. 

•' WILLIAM CBOZIER, 
"Brigadier General, Chief of Ordnance, United State* Army." 

The language eontainetl in the last two sentences, when compared to the 
notice posted at the Watertown Arsenal, shows a striking similarity and Indi- 
cated that the Chief of Ordnance wanted to impress the Senate with the idea 
that if the restrictive clause was passed the full force of Its provisions would 
apply to the Watertown Arsenal? 

Two other letters submitted by Senator Chamberlain indicate that the War 
Department wished the Impression to prevail in the Senate that if this anti- 
Taylor system legislation were passed it would prohibit time study and the 
premium system at the Watertown Arsenal.    The letters are as follows: 

" WAR DEPARTMENT, 
"Washington, January SO, 1915. 

" The PRESIDENT OF THE SEXATE. 
" SIB: In the Army appropriation bill (H. U. 20347), which passed the House 

of Uepresentatives on the 22d Instant, there occurs the following legislation, 
added as an amendment upon the floor of the House: 

"' Provided, That no part of the appropriations made in this bill shall be 
available for the salary or pay of any officer, manager, superintendent, fore- 
man, or other person having charge of the work of any employee of the United 
States Government while lunklng or causing to be made, with a stop watch or 
other time-mca.suring device, a time study of any job of any such employee 
between the starting and completion thereof, or of the movements of any such 
employee while engaged upon such work; nor shall any part of the appropria- 
tions made in this bill be available to pay any premium or bonus or cash reward 
to any employee In addition to his regular wages, except for suggestions result- 
ing In improvements or economy in the operation of any Government plant; 
and no claim for services performed by any person while violating this proviso 
shall be allowed.' 

"The purpose and effect of this nmendnient is to prevent scientific manage- 
ment In the branch of the business of tlie Government which Is affected by It 
Surely this Is a subject matter of great importance and should be dealt with 
directly and only decided after careful Investigation and deliberation. It was 
not relevant to any matter contained in the Army bill, was not brought up In 
the hearings before the committee in the House so that both sides might receive 
full opportunity to present facts and reasons, and did not and could not receive 
full consideration under the circumstances, and when the nmendnient as adopted 
was presented to the bill on the floor of the Hou.se. Under the circumstances I 
feel that it is my duty to call the attention of the Senate to the situation, so 
that they shall not vote thereon In ignorance of the Importance of the subject 
matter. 

" This question ha.s lieen agitated for some time past, and when brought to 
my attention I refjue.-Jted the Commission on Industrial Ilelatlons to carefully 
Investigate this whole subject matter with a view to i-eiiching a proper con- 
clusion thereon. Tliis imittcr Is one peculiarly within the scope of the juris- 
diction of tliat commission. .lust what they liave done as yet in the niattor 
I do not know, but I feel very strongly that the reasonable course'to pursue 
would be to await llioir action and determination. If for any reason the 
Senate does not feel iiK'lined to accept this suggestion, I most earnestly request 
that a hearing l)e accorded upon this subject matter, .so that all the facts and 
reasons which should be knowti to Uie Senate may be developed before the 
Senate finally concludes the matter. 

" With a view of acquainting the Senate somewhat more with the detaiU 
of the situation, I have carued the Chief of Ordnance to prepare a .ttatemcnt, 
which accompanies this. 

" Very resjiectfully, 
" IJINBI.F.Y M. GARRISON. 

" Secretary of War." 
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"Memorandum for the Secretary of War. 

" WAR DEPARTMENT, 
" OfficE OF THE CHIEF OF OHIINANCE, 

" Wasliingloii, Janunrji 2!i, lOI.'i. 
"Subject: Legislation in Itill H. U. 29347 against time study and premium pay- 
ments at Government estaWlslnuents. 

" 1. The prohibition of this legislation relates to two features of the system 
of scientific management which lias been in practice at tlie Watertow'n Ar- 
senal, Mass., for something over five years. The first feature wlilch is pro- 
hibiteti, time study, is a method of determining by careful study the best man- 
ner and seqtience in which a given piece of work shall be done, the most 
advantageous way in which its expeditious perfornuince can be acc()nipllshe<1, 
and the time in which It can reasonal>ly be expected to be done. Based upon 
the results of time study, an instruction card is Issued to any worivumn who 
may be engage<l upon the worlt studied, and he is told that If he follows the 
Instructions carefully and inilustriously lie can probably do the work in the 
time which has Iteen arrived at, and in that case lie wlil be given a premium 
over and above his regular wages ainouiiting to one-tliird of these wages, or a 
less premium for measurably approaching this time; his regular wages not 
being subject to reduction in any case, being fixed at a prevailing rate of the 
vicinity for work of like character. This payment is the second feature which 
is prohibited by the legislation in the bill. No watch is held over a workman 
otherwise than during the lime study mentioned, and no workman is subjected 
to any timing process for the purpo,se of ascertaining whether he is working 
industriously. Time studies are made only occasionally, and as information 
accumulates which is available for use in arriving at the time in whidi work 
can reasonably be done. Its eniploynient Is of diminishing frequency. All allow- 
ances are made so as to Insure that work shall not be expectevl at a rate wlilch 
Is irksome, or even disagreeable, to the workman. 

"2. There are otiier Important features of the .system of management which 
relates to systematization, orderly procedure, and efficient arrangement, not 
having relation to the care and attention which Is expected from a workman 
or to any stimulus to industry upon his part: but tlie fentures now proposed to 
be prohibite<l are the only ones by which the workman is let in to a .share in 
the economy which results from better management accompanying the system. 

" 3. A monthly report Is made from the Watertown Arsenal of the amount 
of work which has been done upon the premium system and the premiums which 
are earned thereon. The latest report which has been received, which is for 
the month of November last, shows that 33 per cent of all the work done at 
the arsenal in that month was in accordance with this system, and that the 
total amount of premium was .'?2,519.69. The shop in which were flie greatest 
number of men who had premium work was the machine shop, and in this 
about 70 per cent of all the work done was on the premium system, and the 
average premium earned tiy the machinists for the time the.v were working on 
premium jobs was 24.12 per cent of their regular pay. It will be observed 
that the premiums paid during this period were at the rate of about .$40,000 
a year, and as there are in the neigiiborhood of 600 employees at the arsenal it 
follows that the wages of all were increased on an average of about $(50 a 
.vear. Premium payments, but not time studies, are made also at the Frankford 
Arsenal in Pliiladelphia, Pa.; and at that establishment these payments amount 
to about .$45,000 a year. As stated aliove, these premiums are over and above 
the regular day wages of the employees, which are fixed by the rule that they 
shall be the same as those paid in the vicinity for work of like character, and 
which have not been diminished since the commencement of the application of 
the premium system of payment; so that the charge tliat this system results in 
a demand for higher .speed on the part of the workman without any ultimate 
lncrea.se of wages has no foundation in the now well-establisited practice at 
these arsenals. I inclose a copy of the report from the Watertown Arsenal 
which is referred to in this paragraph, wlilch shows the name of every work- 
man who was employed upon a premium Job during any part of the first 23 
(lays of last November; the time which he worked urKni such Job; the amount 
of premium which he earned; and the ratio w-hich tliis premium bore to his 
regular wages. There is also sluiwn the average premium earned in each shop 
and the percentage of the total work In the shop which was done under the 
premium system. It appears tliat the total sum paid in premiums during these 
23 days (19 working days) was $2,519 69; that the total number of employees 
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«lio received premiums was 340; so that the average premium earned by each 
was $7.41, and the average daily premium $0.39 each. 

"4. The worklng.s of the system, the economies effected, and the advantage 
to the workman are set forth In the reports of the Chief of Ordnance for the 
years 1911, 1912, 1913, antl 1914. The extracts from these reports for the 
years 1911 and 1912 which relate to this subject are publlshetl In an appendix 
to the report of the Chief of Ordnance for the year 1913, together with certain 
petitions of a number of the workmen at the Wntertown Ar.senal against this 
system, and the replies of tlie Chief of Ordnance thereto. A copy of this 
appendix is inclosed herewith, and there are also iiiclose<l coi)ies of the re|)orts 
for the years 1913 and 1914. / invilc xiiccUil (iltciition to thtxc npoitx. IIH tlie 
subject can not he full)/ understood uutliout kiwirinr/ what is in them. Thcjf 
rxhibit a high degree of advantage for the ivorknuin and swh economy of 
manufaclure for the Govcrmnent that it seems inevitaltle that, if the ceonomj/ 
is reduced, as it appears certain that it will be if the iiroposcd Ifi/islalion 
becomes effective, larger sums will be required for the operation of the arsenal*. 

" WILLIAM (^ROZIKU, 
"Brigadier Uencral, Chief of Ordnance, United iStates Arniii." 

Judging by the remarks of tlie principal opponents in the Senale to the auLi- 
Taylor .system clause, they wore under the imprcssioii lli;il if lliis (•l;iu>se were 
enacted into law the features it proliibited would not be peruutted in the 
arsenals for at least one year. 

On piige 4S90 of the Congressional Kecoi-d of Fcbniary 23, 1915, in answer to 
a question by Senator Hughes as to wliethor the syslein liad not already been 
Pbolislie<l at the AVatertown Arsenal and (piotlng the notice posted at the 
Arsenal dalod January 2."), 1915, Senalor Weeks reuiarlced in part as follows: 

" Mr. WEKKS. Well, Mr. President, it would seem fnuu the date which the 
Senator has given us that the action taken l)y the (Jhief of Ordnance must have 
been talven after or at about the time the ,\nny appropriation bill was acted 
on by the House of Ueprcsentatives, and he may have considered, in view 
of the action taken by that body, that it was best to suspend what the House 
cridcntlii desired should be suspended until the tienate had a-cted. I did not 
know that that had been done." 

Please note the italic portion of his remarks. 
In commenting upon a letter Senator Weeks had receive<l protesting against 

the passage of the clause in the Army bill, he lias the following to say, the 
italicizwl portion of which indicates that he believed the Watertown Arsenal 
would lie affected l)y the propo.sed legislation: 

" .John Driscoll is a resident, I think, of lirigiiton. Mr. Chiiaiian is an organ- 
izer of efllciency methods, a resident of Cambridge, and writes that he is repre- 
senting 221 of the machinists employed in the Watertown Arsenal. There are 
06*5 men, or about tlnit number, employed there. Not all of them are affected 
by the ojteration of this provision, so that Mr. Chipiuan undoubtedly represents 
a very largo proiiortion of the men enij)loye<l at the Watertown Arsenal wlu> 
are affected bg the provision. This is the letter that Mr. Driscoll writes to 
Mr. Ciiipman." 

Tlie action of Uie Chief of Ordnance In discontinuing tlie time study and 
the premium system at the Frankford and Watertown Arsenals after the clause 
in the Army bill had been passeil by the Hou.se would indicate that if that 
clause was enacted Into law that it would have the effect which he had thus 
given It previous to its passage. 

The debate in the Senate iiullcated that both opponents and proponents of 
the proposed legislation were of the opinion that if this clause in the Army 
bill were passed that It would cause the WEIT Department to discontinue the 
practices proliibited throughout the entire service, although everyone was no 
doubt perfe<-tly aware that the clause was not universal in its scoi)e, if takeu 
literally. 

With the probability thus jiiainly in view, that if the jiroposed legisslatlon 
were allowe<l to remain in the bill that time study an<l premium payment would 
be discontinued for at least one year, the Senate nevertheless aliowe<l the 
clause to become law; ami we therefore submit that if the War Department 
I)ermits the Chief of Ordnance to continue these practices at the Watertown 
Arsenal it will be contrary to the wishes ami the expectations of Congres.s. 

We believe that Congress has expressed its wishes on this subject with sufli- 
clent clearness to warrant the War Department in taking the matter .seriously 
even though the legislation does not amount to substantive law.   The rules of 
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the House and the Senate are such that a clause which nlmeil to limit the 
uses of other funds thiin those contnlne<l In the particuhir appropriation bill 
to which It was appUetl could not bo incorporated without uniminious consent, 
since a point of order raised l)y any one Member of the House or any one Mem- 
l)er of tlie Senate would defeat the projiosition. 

Owing to tlie fact that the funds in the fortiticution bill of last year are 
available until expended, it might have been possible for the Orilnuuce Depart- 
ment to have evadeil the autitinie study and i)reniium system clause by means 
of a literal interpretation even though it had been included in every one of the 
15 appropriation bills; because money might have been saved out of that ap- 
propriation with which to continue the prohiblte<l practices for another year. 
It was tlierefore felt that one emijhatlc instruction from (Congress to the War 
Department ought to be as binding upon that department as several more of 
tlie same icind. It was believed that the department had sufficient respect for 
huv and the evident intention of Congress not to avail itself of technicalities 
for the purpose of evading the intent of the law. 

The utterances of the Chief' of Ordnance during the hearings before the 
si>ecial comunttee of the House of Representatives, during 1012, indicated that 
he would not further force this systcsn upon the employees of the Government 
If he learned tliat continuous objection was going to be made to it. His atti- 
tude up to the time of the close of the Sixty-third Congress appears to have 
been that he would discontinue the system as soon as some deflnite action had 
been taken by Congress in that direction, and his present intention to go as 
far as the letter of the law will permit is entirely out of accord with tlie position 
It was generally assumed that he had taken. 

During my discussions with you some time ago on this subject, you reininde<l 
me that there might be some precetlent for the position taken by the Chief of 
Ordnance In the position which the President of United States is alleged to have 
taken with reference to a clause in the sundry civil bill of June 23, 1913, which 
prohibited funds therein contained for prosecuting violations of the Sherman 
antitrust law from being used for the purpose of prosecuting labor union.s. The 
President is supposed to have felt warrante<l in signing that sundry civil bill 
only because of the availability of funds from other appropriations for the pur- 
pose of prosecuting labor unions in case they should violate the Sherman anti- 
trust law. Permit me to call your attention to the difference between the posi- 
tion taken by the President of the United States at that time and the present 
position taken by the Chief of Ordnance: The President was confrontwl with 
the duty of prosecuting anyone that violated the Sherman antitrust law, and the 
decisions of the court at that time had Included labor organizations within the 
Rcoiw i)f the law, (•oiis<^iiu^iitly there was nothing for the President to do but 
to continue such prosecutions. On the other hand, the sundry civil bill of June 
23, 1913, prohlbltetl the use of any of the funds therein contained for the pur- 
pose of prosecuting labor unions under the Sherman antitrust law. However, 
It did not repeal any portion of the Sherman law which re<iulred such prosecu- 
tions to be made. The President, therefore. In order to live up to the law In 
both respects, would be requiretl to prosecute all violations of the law accord- 
ing to the Interpretations place<l upon it by the courts, but he would not be 
permitted to use any of the funds approjiriated that year for the purpo.<e; so 
that In order to carry out his duties he would he obliged to u.se other funds if 
they were available for the punwse of priwwuting the lal)or unions. 

In the ca.>4e whicli is coming uii fi>r the decision of tlie War Department 
relative to the euforceniciit of a clause in tlit? .\rniy Idll IIUI'IUUHI to proliihit 
time study and the iiremium system, the War Department is under no obligation 
to continue the Taylor system. There is no law that riMiulrcs tlie Taylor system 
to be installe<l. and whether or not it is to be continued is luiiely optional with 
the War Depnrlnieiit. ('onse<iuently. when ("ongress passes a law prohibiting 
certain features of the Taylor .system from being used, when it is clearly evident 
that the only reason why the legislatifui was not made substantive law and of 
universal application, was due to the fact that it wotdd have practically re- 
quired unanimous consent to have it so franie<l, It se<»ms to us that it be<-onies 
the duty of the War Department to heed nut only the letter of the law but the 
spirit of it. 

In order to further show that the War I>epartnient should nb.serve the spirit 
of this legislation. iH>rmit me to call your attention to tlie iMisltion the depart- 
ment took with relation to certain orders that have been promulgateil for the 
guidance of Its employees.    Mr. Charles C Amlerson, a niHcliinist, einployinl at 
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the U(X'k Islniul Arsenal, wns severely discipliiietl for nn nlleeed violation of a 
shop regulation.   The shop regulation read as follows: 

•'Offifers and employees of the Ordnance Department are prohibited from ex- 
hibiting; any drawings, statements, or pai^'rs belonging to the oflii-ial records of 
the estahlislinient to whicli they are attached, or giving any information, c<)py, 
or extract from the same, or any information respecting the l>usiness of the 
departments to any fwrson whatever, without in each ease, an order from the 
Chief of Orilnance." 

This regulation proliibits only the giviny out of informntion. It does not 
prohibit the axkinff for it. However, that distinction did not appesir to have 
any weight with the department in its conclusions. The department contended 
that the spirit of this regulation had been violateil, and I would say that if this 
were our only defense in this case, our jxtsition would liave been a weak one. 
Without entering into the merits of the Anderson case at this time, the point I 
desire to bring out is that the department does not approve of the practice of 
employees caviling In the wording of the department's regulations for the pur- 
pose of ascertaining if there be not some other way of doing the same thing 
that the regfilatlons are Intended to prohibit; and it treats violations of the 
spirit of its regulations the same as if the violations were direct. 

The employees at the arsenals, with few exceptions, are oi)|><>sed to the Taylor 
system, particularly the time study and the premium features. 

During my visit at the Watertown Arsenal, the latter part of last month, the 
opposition to tlio time study and the premium system was practically unani- 
mous, and they are patiently waiting for the 1st of .luly to niTive when it is 
hoped that time study and the premium .system will be discontinued. 

Numerous statements made by officials of the Orilnance Department would 
imply that the enii)loyees of the Watertown Arsenal are perfectly satis(i<^l with 
the sy.stem, and even a letter written by a Mr. Miner Cbipman, an efficicticy 
engineer, to Senator Weeks, under date of Feliruary 12, 191.5, would have the 
authorities believe that he, as coini.sel for the arsenal employees, was authorized 
to state that they were opposed to the legislation containe<l In the Army bill 
on the subject of time study and premiums. In rebuttal of this, permit ?ne 
to call your attention to numerous petitions that have been filed with the War 
Department by the employees at the Watertown Arsenal asking the di.scontinu- 
ance of the system, and the more recent letters written by their authorised 
committee at the arsenal in which the legislation in the Army bill was fav(>re<l 
and urged for i)assage. One such letter can be found in tlie Tongressional 
Kecord of February 23, 191.5, on page 4882. Mr. Chipman liad absolutely no 
authority to represent the employees in the direction he did. He did have 
autliorlty to represent them for the purpose of securing the eliinitiatlon of the 
system, time study and premium Included; but he dl<l not have authority to 
represent them for the purpose of urging the continuance of these features. 
Since the pas.sage of this clause in the Army bill. Mr. Chipman has reslgne<1 as 
their counsel as he no longer represents their wishes. 

Since Congress has already expressed its wishes on this subject, there ap- 
pears to us to be no necessity for the department to wait until the Industrial 
Commission has luade its report relative to this .subject before it takes action. 
With all due resi)ect to the Federal Conunlsslon on Industrial Relations, which 
is doing excellent work in many respects. Congress, we believe, is a more aii- 
Ihoritlve body and the departments should carry out Its wishes. 

For your information, I insert a copy of an order which has recently lH>en 
promulgatxHl by the Secretary of the Navy with reference to the clause In the 
Navy appropriation bill which prohibits time study and the premium or bonus 
systems in bis deiiartment. This order we consider eminently fair and in keep- 
ing with the position that we think the departments should take: 

" N.vvv DKIWRTMENT. 
" Wanhinffton, .April J!), lUI.'i. 

" From: Secretary of the Navy. 
"To: Commandant and industrial managers of ail navy yards and sUitlons. 
"Subject: Circular letter In regard to i)remium and IMIUUS .systems. 

"Attention Is called to the proviso in the naval approprliition act for the n.s<-al 
year ending June 30, lOlG, reading as follows: 

"' Provided, That no i)art of the appropriation made In this act shall be 
available for the salary or pay of any officer, manager, superintendent, fore- 
man, or any other person having charge of the work of any employee of the 
United States Government while making or causing to be made with a stop- 
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watch or any other time measuring device a time stutly of iiiiy lob of any such 
employee between the starting and completion thereof, or of the movements of 
any such employee while engaged upon such worit; nor shall any part of the 
appropriations made In this act be available to pay any premium or l)onus 
or cash award to any employee In addition to his regular wages, except for 
the suggestions resulting in Improvements or economy in the operation of any 
Government plant." 

" All premium and bonus systems of doing work and all time studies or 
timing of employees as detined in this act will l>e dis<-ontiiuie<l on or l)efore 
June 30. 1915. 

" The wording of this act. however, is constructed as not prohibiting straight 
piece-work, that Is. work jiaid for at a certain rate, such as |ier hundred rivets, 
per hmulred feet of calking, etc.. etc., with or witliout a guarantee<l day's 
wage in ca.se of failure llirougli no fault of the emi)loyee. 

" Where systems are in use. based upon premiums or bonuses, these should 
be chargetl. if possible, to straight pie<.'e-work, as de(ine<l above, providwl such 
charge is acceptable to the employee. 

•' .TosEPHUS DANIELS. 
" [First Indorspmpnt.l 

" APIJII. SG. tain. 
" From : C/onnnandnnt, Washington, 
" To: Departments concerned. 
" 1. Ueferre<l for compliance. 

K. W. KitEni.K." 
The lntro<luction of piece work, of course, is Intendetl for deimrtments outside 

of the machine shop. Machinists will not work piecework, as their work Is 
not .sulliciently uniform, and the Navy Department is not forcing It upon tlicin. 

We trust tliat the War Department will permit the machinists to continue 
the day work system after discontinuing the premium method of pay. 

For your information, I am also appending hereto a clipping from the 
Vallejo Times, Vallejo, Cal., eontalnetl in their Issue of April 23, 1915, which 
shows the effect upon the workmen of the prenuum system when drastically 
appllwl. 

The last four conventions of tlie American Federation of Labor have gone 
on re<-ord favoring the discontinuance of the Taylor system in Government 
plants, and organizwl lalwr throughout the l'nlte<l States is practically imatd- 
mous in its desire to prevent these abnormal speeding systems from becoming 
gi-neral In use. 

This (luestlon has l)een sufficiently dlsc>iss«><l through our convention.s, our 
labor press and other means of disseminating Information, for labor In general 
to watch with the keenest interest the i)ositlon which will tinully Ite taken by 
the War Department. 

Trusting that a favorable decision will be reache<l, and hoping to lie advised 
of your conclusions at an early date. I remain, 

Very res|XK;tfully, yours. 

I'rexidcnt Dixirict No. H, 
fntcrnatioiinl Association  iif MncliinixlK. 

WAR DKI'AKTMKNT, 
Washington, June 2^, tOlo. 

MY DEAR SIK: I iiercwith liand you for your Information a copy of memo- 
randum of the .Tudge Advocate General concerning the legislation with resjiect 
to the proadinn system. 

I have rea<l this memorandum over, and it seems to me that it is well con- 
slilered and that the determination therein announcp<l is i)roper. 

If you desire to make any statement to me as to why I sliould not adopt the 
policy In question, you are free to do .so, hut it must be in my hands In writing 
by Monday of next week, as I shall want to act very promptly. 

Sincerely, yours. 
lilNDIXY  M. (SARRISON, 

Seeretarp of M'ar. 
Mr. N. P. ALIFAS. 

President Distiirl \o. ,}.}. (lovernment Emplnije.es' Inlenuilional Assn- 
cintion of Miiehinists, Room .J. Naval Lodf/e BuiUlinp, Fourth Street 
and Penmylvania Avenue- ,SK., Washington, D. C. 
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OKKICE  Ot   THK .IVDGE  ADVOCATE  GENKBAL, 

M'axUington, June 5, 1915. 
Mfiuoraniluin for the Secretary of War : 
Subject: Use of fortificiitlon nppropriatidii for coiitiiiuiiiK the prenifuiii systviii 

of employiiieiit iit Wiitertowii Arseiial: Protest of Mr. N. P. Allfiis, presuleiit 
district No. 44, Iiiferiintioiial .\.ssociatioii of ilacliiiilsts. 
1. The views of tlii.s oflice are desired witli reference to the provisions in the 

Army appropriation a<t of Mardi 4. 191.") (38 Stat.. 1083). forbidding tlie use 
of tlie appropriations made In tlial a<'t foi' (lie payment of premiums or rewards 
Iiased upon the quantity of work in tiie manufacturing e.staiilisliments of tlie 
Ordnance Departnient. and the fact tlnit a shnilar iirovlsion Is cont;iined in 
the naval apiiropriatioii act of Aiarrh 3, 191.") (38 Stat., 053), itx to iclicthcr the 
trnnn of the prnhihition .should he iippVui} to niainifacturiiig worl\ at Water- 
town Arsenal, Mass., payalde from appropriations curried lUKler tlie fortification 
iiliproprintion act (38 Stat., 888).    In other words, the question is: 

" In con.sidering tiie particular provision in question in coiniection with the 
wliole .subject matter is there weiglit in tlie suggestion that we should ethically 
observe the spirit of the legislation and prohibit the interdicted things every- 
where in the War Department? " 

2. It is conceded that the provision in the Army appropriation act forbidding 
the application of tlie so-called "Taylor system" in tlie payment of premiums 
or rewards from appropriations contained In that act. iieing expressly limited 
to the expenditure of tliose apiiropriiitions, does not legally bind the Secretary 
of \A'nr with reference to appropriations carried by the fortification act. It 
is contende<l, liowever. that the legislation should be regarded as an expression 
of tlie poli<'y of ("ongress that the "Taylor system" should not be iipplieil to 
Government work, and that the Secretary of War .should, in the exercise of his 
discretion, ethically ol)serv(> the sjurit of tlie provision with reference to work 
carrle<l on under apiiroiuMations contained in the fortiticntion act. 

3. When the legslatlon was under consideration the Secretary of War, In 
Ills letter to the President of the Senate, dated .Tnnnary 30, lOl!"), pointed out 
that the suiiject matter was under invt sigatlon liy the C(miiiiission on Industrial 
Relations; that the matter was of such importance tliat it should be dealt with 
directly and only after careful investigation and consideration; and that legis- 
lation of this character should await the result of such investigation and de- 
termination. Following these representations the provision was stricken out 
In the pas.sage ot the bill through tlie Senate, but it was reinstated in con- 
ference. It further appears that Ihe fortification liill was not reported to the 
House until February 20, lOl'i, and did not pass that body until Feliruary 23, 
1915, 12 days after tlie Army bill with the prohibitive legislation stricken off 
had been reported to the Senate. As no attempt was made to include a similar 
proliibltion in the fortification liill, it may be as.sunied that ('ongress only in- 
tended to provide for a limited application of the prohibition, in vew of the 
arguments presented for and aganst the "Taylor .system." I do not thinlc, 
therefore, that the legislation Is to lie regardwl as an expres-sion of the policy 
of Congress that the system should he prohibited in all Government work, and 
it must be assumed tliat it was understood in Congress that without similar 
legislation in the foritficntion bill the department would be free to apply the 
system to appropriations contained In that bill. Moreover, in tlie alisence of 
positive regulation by law the manner of carrying on the Government worlj is 
one which, under our form of Government, rests witli the executive deiiartnient; 
and when the law does not control the executive department there can be no 
obligation, eitlier legally or ethically, to extend tlie limitations of s|wcial legis- 
lation to matters not w-ithin its terras. Having in view the circumstances at- 
tending the enactment of the provisions in question, and the terms of the same, 
I am of opinion tliat the question whether or not the " Taylor system " should l)e 
applieil to manufacturing work carried on under tlie provisions of the fortifica- 
tion act is one wliich is within the discretion of the Secretary of War, and tluit 
In the exercise of this discretion he is in no way bound, eitlier morally or 
legally, by tlie limitations provided for with reference to the appropriations 
In the Army ajipropriation act. 

K. H. CROwnKR, 
Judge Advocate General. 
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JUNE 29, 1915. 
Hon. LiNDLEY M. GAKRISON, 

iiecretarv of ^y(lr, Washington, U. C. 
MY DE.\B SIB: IU re.sponse to your letter of the 24tli in.staiit, with inclosure 

of the nieinorniKluiu from the .IIKIKO Advocate General relative to the -scope of 
the legislation prohibiting time study and the ijrenuuin system at Oovernraent 
arsenals, permit nie to i)olnt out that tlie Judge's niemoranrtum does not treat 
of all the various phases presented in iny conimunleation of May 4, 1915, which 
have a bearing on the attitude that sliould be assumed by your department in 
deciding whether or not time study and the premium system should be allowed 
to be continued at the Watertovvn Arsenal. 

I trust before deciding this important question you will find time to read my 
statement of May 4 in its entirety, although it is lengtiiy. 

The points wldch have apparently not been considered by the Judge AdvfK-ate 
General in reaching his detiision are in part the following: 

1. Tliat the discontinuance of time study and the premium system at all 
arsenals between the date of the passage of the Army bill by the House and its 
final passage by Congress was ostensibly intended to convey to the worlcuien 
and to Congress what would take place if the clause prolubiting these features 
were left in the Army bill. 

2. That the letters from your office to Senators and the Military .\ffalrs 
Connnittee of the Senate Indicated that if they alloweil the clause to remain In 
the bill, It would prevent time study and the premium payments for at least 
one year In your department. 

3. That the debate In the Senate by both proponents and opponents indi- 
cated there was no doubt but that if the clause in the Army hill were retaiue<l it 
would end time study and premium payments in all the arsenals for at least 
one year. 

4. That the Senate rejected the clau.se before the conference reinstated it by 
the narrow votes of 29 to 31 and 27 to 33. 

In view of these manifestations from the department it was felt uiuiecessary 
to include the same clause in nil other appropriation Itills, since if the depart- 
ment really wanted to evade this instruction of Congress it could save sullicient 
money from the previous fortifications appropriation bill to meet the expense 
of premium!?. The Array bill was the one bill applying to your department that 
was the most far reaching.   That is why it was selected In preference to others. 

The Chief of Ordnance has intimated that the purpose of the clau.se was mis- 
understood by the Senate, claiming that the impression was that some one 
stood over the workmen with a stop watch in his hand continuously. This 
could not have been so, because that very point was explained correctly on the 
Senate floor by Senator Weeks before the vote was taken. 

The only theory. It seems to me, upon whicli it could be assumed Ctmgress 
did not intend to prohibit the system at Watertown to be afrecte<l by Its act, is 
that they wanted to give the appearance of favoring " labor " without in reality 
doing so. We have no such admission or intimation in this case from tliose 
who voted for our legislation. 

The Watertown Arsenal situation was freely u.=ed in the debate, and both 
proponents and opponents appeared to regard the passage of the clause in Uie 
Army bill as having a dire<;t bearing on the Watertown Arsenal system. 

If desired I shall be glad to try to point out more specifically the particular 
pas.sages in the seven hours' debate in the Senate on the subject wliich support 
the above contentions, but to do so without it being requested would only make 
this letter too long. 

I hope It will be decided to discontinue the time study and premium system 
at Watertown Arsenal on and after July 1, 1915, without substituting piece- 
work In the machine shop in its place. 

Sincerely, yours, 

President, District No. ^Ji, JtUemational Association of Machinists. 
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OJTICK OF THE JUDGK AUVOCATT. (JENKR.VL, 

^yaM^lillgtoll, July 3, 191o. 
MeiHoruniluui for tlie .Secretiiry of War: 
Subject: Preniluiii system—WiUertowii Arsenal. 

1. The question is aske<l whether the accompanying statements by Mr. N. P. 
Alifas regardlag tlie memornnduin of this oHice of June :">, 15)15, on this subject 
" make it tlesirable or proper to reform " tlie said memorandum of this ollice. 

2. Mr. Alifas refers to certain points raised iu- his letter of May 4, 1915, as 
apparently not considered in the memorandum of this office. While the points 
referred to are not di.sc\is.sed at length in the memorandum of this office, they 
were nevertlieless given consideration. Tliese points, with the views of this 
office stated under each respectively, are as follows: 

(a) That tlie action of the department in discontinuing the " premium system 
at all arsenals between the date of the pas.suge of the Army bill by the House 
and its final passage by Congress, was ostensibly intended to convey to the 
workmen and to Congress what would take place if the clause prohibiting 
tliese features were left in the Army bill." 

Answer. I do not think the action of the department sliould be construed as 
here stated. The subject was under consideration by Congress, and the depart- 
ment could not know the form tliat the legislation would take. As finally 
passed, however, it constituted simply a limitation on the expenditure of the 
appropriations carried in the Army act, and It can not be assumed that It was 
understood by Congress or by the department as having any further operation 
than that includeil in plain import of the words used. 

(6) That the letters from the War Department to Congress " Indicatefl that 
If they allowed the clause to remain in the bill it would prevent time study 
and the premium payments for at least one year," in the War Department. 

Answer. I think the observations under point (o) apply to this point also. 
At the time of the communications to Congress the legl.slation was under con- 
sideration, and the department could not. of course, know the form which 
would be ultimately given to it; or whether or not similar legislation would be 
included in the fortification bill. As ultimately passetl, It constituted simply a 
limitation on the appropriation cnrriefl by the Army bill; and it must be a.s- 
sunied that It was so understood iu accordance with the plain import of the 
provision by Congress as well as by the department. 

(r) "That the debate In the Senate by both proponents and opiwnents Indi- 
cated there was no doubt but that if the clause In the Army bill were retained, 
it would end time study and premium payments in all the arsenals for at least 
one year." 

Answer. I do not think this is a fair Inference from the discussion of the 
provision In its passage through Congress. On the contrary, I think it must 
be Inferred that the provision was understowl, in accordance with its plain 
Import, as stated above, as a limitation simply on the expenditure of the appro- 
priations carrlcMl by the Army bill. In the report of the C!hlef of Ordnance, 
dated May 14. lOl.^. he refers to the fact that he discussetl with the Member of 
the House who proposed the legislation under consideration " the point that 
without similar legislation on the fortifications bill, this department would be 
free to pay premiums out of funds appropriated in the latter bill." 

If it had been intended to make the legislation apply to the fortifications 
bill, the proper way to give effect to such intention would have been to include a 
similar limitation in that bill. The failure to do .so must, I think, be regarded 
as leaving the -depni-tment full discretion with reference to the exiiendlture of 
the appropriations carried In the fortifications act. 

3. The foregoing supplemental memorandum will be sufficient to show that the 
points referred to by Mr. Alifas were duly considered before the original 
memorandum was prepared; and I do not, therefore, deem it desirable to re- 
form that memorandum. 

F. H. CROWDER, 

Judge Advocate General. 

In view of the circumstanmes 1 will not interfere with the course of action 
laid down by the Chief of Ordnance In the matter. If the Congress really In- 
tends to abolish the merit system in all Government works under the War De- 
partment it can, and will say so; until then we should reward merit as best 
we may. 

L. M. G. 
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SePTEMBRB  4,   1915. 
Hon. LINDU;Y M. GABIHSON. 

Secretary of liar, M'dKhinyton, D. C. 
MY DEAR MR. SKCRKTARY : Siiii|>loiiioiitinj; my Intervipw with ymi on .\U)nist 

30 relative to the desiraliility and iidvisiihility of dlscontinninj; the ohjectionahlc? 
features of the Taylor system at the Wntertown Arsenal and snhslitutine the 
straight day-work plan of payment in the machine shop, nt a riroper rate of 
pay, permit me to give the following reasons why this should he done: 

1. In previous eommnnlcatlons on this sut).iert I have endeavored to point out 
that the spirit of the legislation passed during last Congress relative to time 
study and the premium system would mean the discontinuing of the features of 
the Taylor system to whlcli we have oh.fected, if followetl to its legitimate con- 
clusion. I shall, however, not dwell upon that aspect of the question, but 
merely inclose herewith, for your information and reference, copies of my two 
previous communications to you on thi.s subject, under dates of May 4,'lftl.'), 
and .T\me 29, 191.5. 

I fully agree with you that your department is not bound by the literal Inter- 
pretation of this legislation to discontinue the premium system at the Water- 
town Arsenal, and it has never been contended that such "was the case. How- 
ever, the Impression of our peo))le liad been for a long time previous to the 
passage of this legislation that if Congress once expressed Its opinion of what 
should be done that the department would consider such an expression as 
binding. 

The scope of the legislation is such that the department Is still left with the 
discretion of abolishing the objectionable parts of the Taylor system at the 
Watertown Arsenal. Kveryone realizes that It is an absolute imiwssihility to 
prescribe by means of legislation all of the details of administering the affairs 
of an industrial j)lant; and If officials of the Ctoverimient charge<l with the en- 
forcement of law are not in harmony with the wishes of (^>iigress and do not 
Intend to carry out such wislies, except in so far as compelled to, there is no 
way by which Congress can possibly enforce Its policies concerning affairs pre- 
sumably under Its Jurisdiction. After all, the wording of any piece of legisla- 
tion i.s inerely a method of transmitting the wishes of the legislative body to 
people In the community to whom the legislation is applied, with the expectation 
that the results will be the same as though those who are affected by the legis- 
lation had the same desire as did the legislators when they passed the law. 
The Instances In which this de.sire has not been carrie<l out are numerous, due 
to the inability of legislators to properly circurascrllie their thoughts by means 
of language. Cases In point are regulations regarding the sale of liquor and 
laws restricting the employment of child labor. 

There may be some excuse for private individuals to evade the law when 
some one else, namely, the courts, interpret such law; but In the case of a 
department of the United States Government who to a large extent Interprets 
laws applle<l to Itself, I submit that the Interpretation should be more liberal. 

The ability of the people to secure the passage of laws and the reasonable 
enforcement of the same is about the only bulwark that stands between pence, 
harmony, and respect for law on the one hand, and war, revolution, and anarchy 
on the other. 

2. The Taylor system Is a scheme of ultralndustrlal efBclency, built up with a 
certain object In view. This object was clearly made known by its author, Mr. 
Fre<lerlck W. Taylor, In his work entitled " Shop management," at a time when 
it was not iie<'essary for him to carry favor witli the public or to gloss over or 
moderate his language to make it acceptable to the public or to working people; 
but It was given to a body of manufacturers In a way which presumably Mr. 
Taylor thought would appeal to them. The circumstances under which this 
treatise was written, therefore, makes It unusually valuable as a means of 
learning the true purpose and real Intent of the Taylor system. 

Our principal objections to the Taylor system are as follows: 
(o) The elemental time study, which has for its object the ascertaining of 

the maximum amount of work a good workman Is able to do. 
(6) The paying of premiums, as one of the numerous incentives for spurring 

the workmen on to extraordinary exertions. 
(c) The strict system of discipline necessary to enforce a complicated work- 

shop scheme whicli is so intricate that everybwiy must be compelled to strictly 
" toe the mark." In order that everything may go like clockwork. 

3»il62—1(1 1.') 



226      METHOD OF DIRECTING WORK OF GOVERNMENT EMPLOYEES. 

(d) The substituting of a low grade of worlcmeu for tlie sliille<l worljmen em- 
ployed under other systems of shop management with the acconitmnylng comU- 
tion of paying lower wiifces. The Taylor system partially ninlves up for the 
lowering of the wage st-nle incidental to the hiring of a cheaper grade of work- 
men hy tlie premlmn lie rwoives. 

(c) The disnirroeal)leness iniimsetl upon each workman of having eight differ- 
ent I»osses to goad him along, instead of one boss as ordinarily is the case. 

(/) The gradual wi'e<ling out of less skilled workmen who can not keep up to 
the extraordinary higli pace set. If this iwlicy were carried out by all private 
employers, a man who was not n flrst-<'lass workman would have no place on 
earth: and he would either have to fight for a riglit to work or be " OslerizeU " 
to put hiin out of his mlsei-y. 

(.'/) Th> dissatisfaction caused among the workmen due to the impossibility 
of making a reliable time study of work in tlie machine shop, because of the 
impossibility of maintaining standard conditions. Materials vary in hardness; 
tools vai-y in llieir temper, accuracy, anil general fitness; and different nuichines 
vary greatly in tlieir edlciency and adaptability. The results attiiine<l by one 
workman are also det(-nniue<l to a largo extent by the efficiency and promptness 
with which he is assisted and coop(>rated witli b.v other workmen. All of this pro- 
duces in the minds of the workmen a chronic stat" of dissatisfaction, since the 
time study and the extent of his earnings through the premium system are 
largely based upon perfe<'t con<lilions. 

The entire treatise on "shop management" by Mr. Taylor bristles with ex- 
pressions of the desirability of sptM^iling up workmen, disdiarging all but first- 
class men, drastic discipline, paying as little as the law of supiily and demand 
conipels, and giving workmen olvject lessons of what happens if they do not com- 
ply witli orders; in other words, making the workshop a veritable inferno. 

I do not contend that these results and conditions apparently desired by in- 
dustrial managers liave been as yet attained at the Watertown Arsenal. How- 
ever, tlic machinery is all there for putting tliem into effect at an opixirtune 
time. 

<}ur objections to time study are not basetl upon the use of the stop watch 
jis such I)ut upon the purpose for which time study is intended and the ulti- 
mate goal to be attained. P.y way of Illustration, o\ir objections to time study 
might 1)0 likened to the attitude your department luigiit assume if it was 
learne<l that the Imiiei-ial .l.-ipaiieso Government intended to send a fleet of war 
vessels to the Hawaiian Islands f(U- the purpose of establisliing a base of sup- 
plies and operations. Kven though the rnite<l States were assured that any 
strategical advantage thus gained would not lie used against It, an effort would 
I)e made to stop any foreign fleet from landing tiiere, especially if you had 
learned that the real purpose of securing a base of operations was to invade 
the United States. The sending of a fleet of war vessels from .lapan to the 
Hawaiian Island woidd he a perfectly peacefid operation provided what they 
Intendeil to do after they got tiiere was peacef\d ; likewise the making of a time 
study would not be objected to if the results of it were not Intended for an 
ob.1ectional)lf purpose. 

In order that yi>u may see from actual quotations from "Shop management" 
by Mr. Taylor that the above conclusions are correct as regards the purposes 
of this systinn, I appen<l hereto a ninuber of extracts taken from that treatise. 

Our reason for selecting the time study and the premium system as special 
objects of attack is tliat these are the features upon whicli all the rest of the 
harrowing details of the Taylor system are based. Our objection to tlie Taylor 
system will not cease witli the elimination of the time study and the premium 
pysfeni if other means are devised for securing tlie same results. What we 
desire to prevent is this intensive scheme of production with its extraordinary 
stimulus to the activities of tiie workmen. 

3. During my conversation with you fin August 30 you made the very reason- 
nhle obsei'vatlon that it Is possible to outline a tlieoretically jierfect scheme for 
settling almost any troublesome situation, such as the difliculties in Mexico, 
provided the element of human nature Is not taken Into consideration and cer- 
tain premises are assumed. 

The T;iylor-system .scheme might look very beautiful to the manufacturer or 
industrial manager whose only desire is increased productivity and greater 
profits; but in our opinion this scheme will not work becau.se it has not taken 
Into consideration the element of human nature. Mr. Taylor in devising his 
sclieine did not take into consideration whether or not the American workman 
would lu tlie long run submit to that sort of treatment; and If the American 
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workmnn will not do th.nt his scheme will not work any more thnn the finest 
stlieiue yet devised for settlin;; the trouhles in Mexico. As an evidence of the 
fittitiKle of the Auiorlcaii workmen, I desire to merely call your attention to 
the folhiwinj;: 

((/) That at tlie last four conventions of tlie American Fe<leration of Labor 
the Taylor system has l)een denoiiiiced as vicious and unfit to he inii)osed upon 
the American workmen and something to l)e fmislit to externiinarion. 

(')) That i)racti<'ally every lal)or organization in tlie United States has ex- 
pressed its uiialterahle opiM)sitiou to it. 

(c) That tha employees in the Government service have niaintrtined an atti- 
tude of uiunterruptfd opposition to this scheme ever since its inancrnration. 
Numerous petitions and complaints have heen reeeivwl from the employees at 
tlie Watertown Arsenal, the ohject of which has been to secure the abolition 
of the Taylor system. 

I merely call your attention to these matters to show that the element of 
human nature lias not hjH^n taken into considerartion hy Mr. Taylor in devls- 
Inj; ids scheme, and unless it is possihie to .secure the cooperation of the work- 
men to some extent this .scheme can not work ultimately. I know that you 
are too sensible and wise in tlie ways of the world to attempt the impos.sible 
and to allow a course to be pursued In your department that Is meeting more 
opiH<sition every day. 

4. The sy.stem In operation in the ar.senals [a-evions to the inauguration of 
the Taylor system made ample provision for rewarding workmen paid hy (he 
Oa.v in accordance with tlieir ediciency. At th3 Kock Island .Vrsenai, for in- 
stance, the workmen are rate<l as to elticieiicy semiannually, and ad.iustments 
in wages are made in accordance with these findings. For tlie machinists a 
wage scale exists ranging from .^2.75 to .'i;4 per tlay, in live grades. Tlie lati- 
tude f<a- toolniakers is from .^'J-JO to $4 ."lO, in four grades. This, togetlier with 
the power of discharge and tiie process of selection which lias heen going on 
through the civil service and otherwise to secure a high grade of workmen, 
we lielieve is ample to secure from the workmen a reasonable day's work. If 
naire tlian a reasonable day's woi-k is expected, and a sclieme is inaugurated 
to secure tliat result, naturally we are opposed to it. 

It lias been contended that tlie (hivenimeiit of necessity would always be a 
Rood employer, and that oppressive laboring conditions will never he attempted 
liecause ollicials of the Ordnance Peiiartment Iiavo not sufTicient incentive to 
induce thein to introduce onerous and oppressive workshop conditions. I'erinit 
me to point out tliat within the last few months the Frankford Ar.s<>nal ma- 
chinists receiving .S^.24 on all of a given grade of work have been di.splacetl 
liy men receiving .$2,24 per day. At least one of these men wlio was recinving 
$.•{24 was given tlie option of lieing disciiargi^l or accepting tlie same work at 
$2.24 per day. At the IJock Island .\rsenal laborers have lieen known to liave 
lieen reduced from .SI.7.") to .51.00 per day. To a workiiigman this sort of process 
looks like oppression, and tiie very thing we are figliting against. The Ordnance 
IH'partiiieiit is no respecter of person.s. What they wouki do to a laborer in 
offering lilin .$1.G() per day they would also do to a mechanic getting .$4 per day 
if it were possilile. Siicli evidences as the above of what would hajipen if It 
were enforceable lends the workmen to believe that it is necessary to prevent 
the inauguration of such schemes as the Taylor system, wliicli readily lends 
Itself to such activities. 

Permit me to also point out that in tlie hearings before the special committee 
of the House of rteprcscntatives investigating tlie Taylor system the Chief of 
Ordnance was unalile to see anytliing drastic or objectionable about this scheme 
as (uitlined in Mr. Taylor's " Shop management." He also stated, on iiage 1107 
of the hearings, as follows: ",\nytliiiig that pro<luces permanent dls.satisfaction 
and discontent would be given up. We desire to have our relations with the 
workmen harmonious." Inasnuicli as the four years of opposition to the Taylor 
system by the workmen at the Watertown .\rsenal, which opposition has in- 
cludeil not only threatene<l strikes i>ut actual strikes—and at the present time 
the situation Is in its most critical stage—does not, in the opinion of tlie Chief 
of Ordnance, require the elimination of this .system, then the conception that 
the Chief of Ordnance has of what constitutes satisfaction and harmony differs 
materially from ours. 

5. Much of the ec-onomy that has been effected at the Watertown Arsenal and 
attrlbnte<l to the Taylor system has been due to the increase in tlie equipment 
of t<x)ls and facilities for expe<Iiting the work, the introduction of high-speed 
Steel, the use of materials that had previously been charged to other work and 
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tbat since the introduction of the Taylor system have been collecte<^l and U5w«l 
without being charged to the work, the scheme for issuing materials and ac- 
counting for the same, tiie routlnK-of-\vorl< system, and the liclter arrangement 
of the machinery. All of these tilings have produced efficiency and economy 
and are not a necessary part of any system the objectionable part of which is 
the abnormal spee<ling up of workmen. 

G. While individual increases have been given at the Watertown .\rsenal since 
the Inaugviration of the Taylor system, the scale of wages has not been in- 
creased ; that is, it runs no higher than $3.52 per day, whlcli lias been the 
maximum for years. At the present time the wage scale in private establish- 
ments in the vicinity of the Watertown Arsenal is much higher than this, and ft 
iiiiitorial increase should be given the machinists at this time. In fact, we 
liviievi' that the scale at the present time is .so much iielow what it should be 
that the pi-escnt maximum should be made the minimum, and the proposed 
luaximum should be as high as .$4.48. Ostensibly the premium system pays the 
men more wages than they otherwise would get, but it usually has the effect 
of holding down the rate per day, probably due to the exiiectation on the part 
of the employer that the premium n workman makes, added to his daily wage, 
will satisfy him. 

The employees lia\e waited a long time, Mr. Secretary, for the abolition ot 
the Taylor system, and we have endeavored to employ peaceful means through- 
out. Almost everyone who has participated in tlie matter has agreed with us, 
excepting the Ordnance Office Itself, and we hope that after you have given 
this matter your personal and serious consideratiim you will also agree with 
us. We do not think it a disgrace for a public official to come to the conclusion 
that a mistaken policy has been pursu(Ml by his subordinates who are intrusted 
with certain important functions, and I feel that if you will discontinue the 
Taylor system it will not only be a matter of gratification to you in years to 
come and an action for which the great boily of people in this country will 
honor and revere your name, but it will make the employ(>es in the (Jovernment 
service feel that at least one official of the War Department is interesteil in 
their personal welfare and willing to give them a square deal. This In turn will 
Induce them to go at their work witli a good will and result in a degree of 
productivity that is in accord witli what should rt>asonably be expected of them. 

Hoping that you will soon be able to arrive at a favorable decision, and 
trusting to be advisetl of your conclusion in this very important matter, I beg 
lo remain, 

Very sincerely, yours. 

President DMrict No. U, Intenuitionnl .Issociation of Machinists. 

WAR DEPARTMENT, 
Waghington, January S, 1916. 

Mr. N. P. Ai-FKAS, 
Naval Lodge Hall, Washington, D. C. 

My DEAB Sin: I have been able to find sufficient time to go through the mass 
of material concerning the matter of scienlllic management at Watertown 
Arsenal to reach a conclusion uiM)n tlie siiecitic matter before me, but I have not 
had nearly enough time to study the subject so as to reach concluslon.s with 
respect to any broader aspects thereof. 

The specific question which you have put to me, as I understand It, Is 
whether I shall discontinue the methods of scientific management in vogue 
at Watertown Arsenal. I have reache<l the conclusion that It would not be 
wise for me at this time to do so. 

If the Congi-ess of the United States regulates this matter by law, then there 
is nothing open for discussion, and the law will be absolutely abided by In 
letter and spirit. I do not agree with your suggestion that because legislation 
already prohibits certain things with respect to one appropriation a similar 
prohibition should have beiMi nnne.xed by the department Itself to other appro- 
priatlon.s. I think Congress will express its Intention in the proiier way and 
that until it has done so the department should procetnl along what it conceives 
to be wise lines. 

With respect to this matter of scientific management. It Is conce<le<l by all 
those who have studied it that the theory Is unobjectionable, that Its practical 
ojieratlon re<]Ulres exjierience lo work out the best results for labor and society. 
It is very well expressed In one of the reports of the Commission on Industrial 
Relations; 
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" In so far, then, as scientific manaRenient offers opportunity for lower costs 
and increased production witliout adding to the burden of tlie workers In 
exlmustivG effort, ioiiK liours, or inferior working conditions, it creates tlie 
possibility of very real and sul)stantlal l>enefits to labor and to society."    * 

There is no evitlence l)efore uie tliat the scientific manaKenient in elTect at 
Watertown Arsenal adds " to the burden of the workers in exhaustive effort, 
Ions liours, or inferior working conditions." I do not, therefore, feel that I 
should delernilne this question by ordering the abolisliment of the scientific 
manaRonient now in vogue there. As 1 said to you in conversation, I feel that 
the proper way to treat the matter is to have it carefully investigated with a 
view of seeing that justice and fairness prevail and tliat a proper system, fair 
to the Government and to the workers, is devised and operated. I will do 
everything proper and possible ti) this end. 1 do not think I should foreclose 
tlie matter in the way suggested by ordering the abolishment of the present 
s.vsteiu, which, so far as I know, has not been shown to have any of the 
detrimental effects above referretl to. 

Sincerely yours, 
LlNDLEY M. (TAKRISON, 

• SecTcliiry of War. 

Mr. V.\N DYKE. There is much difference of opinion, however, as 
to whether or not chissified civil service employees have the right to 
strike against the Government, i.s there not? 

Mr. ALIF.!VS. In the Postal Service it is v)rohibite(l: but in the arse- 
nals and navy jards there is no direct prohibition of law to prevent a 
strike. The law provides that no one is allowed to request an em- 
ployee to break his contract with the Government. It is a question 
whether or not a man working by the diiy, and subject to discharge 
at any moment, is under a contract to work for the Government. lie 
is under no contract to work any longer than he chooses to work, 
so you are not really asking him to break a binding contract. 

Air. VAN DYKE. I wanted to bring that out to show where the dif- 
ference was between tKe employee paid by the day and a man under 
contract with the Government. There is a difference, you know, in 
their attitude toward the Government, and the Government differen- 
tiates between the pcstal employee and the man who works by the 
day in the shops. 

Mr. ALIEAS. Yes: the prohibition in different divisions of the serv- 
ice was based on different theories. The prohibition for the postal 
employees is based on obstructing the mails; and the prohibition in 
Government arsenals is based on the supposition, as I recollect it, 
that the Government is likely to be in trouble at any time; and in the 
event of pending trouble it is illegal to ask an employee to break his 
contract with the Government, although employers of labor have 
been doing that for the last year and a half. These munition manu- 
factin-ers have gone to the arsenals and have taken aw-ay scores of 
men. They secured, I am informed, about 150 machinists at the 
Frankford Arsenal last fall, and offered them higher pay. Of course, 
that has not been "objected to by the War Department officials. In 
fact, the War Department officials have not objected to Army officers 
leaving the service for the purpose of getting lucrative positions from 
munition manufacturers. 

Mr. VAN DYKE. Of course, there is a different position existing in 
the Postal Service entirely. I do not believe they would have the 
right to strike. 

Mr. AnFAS. No; postal employees have not a legal right to strike. 
Mr. NOLAN. Without any prohibition, or even before they were 

classified in the civil service, have not strikes in the Government 
plants been very rare? 
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Mr. ALIFAS, Yes; they have been very rare. I know of but two 
in recent years. One was at Watertown, the one you speak of, among 
the molders; and the other was at Rock Island, 111., about 10 years 
ago. We have had a number of small disturbances that were akin to 
strikes, but there were no actual legalized strikes; that is, no strikes 
that had received the sanction of the grand lodge of the labor asso- 
ciations.   There were spasmod"c and independent. 

Mr. NOLAN. Well, in the strike at the Eock Island Arsenal of the 
molders, did they not immediately return to work, on the assurance 
being given that their grievances would be taken up? 

Mr. AuiAs. At the Watertown Arsenal, you mean? 
Mr. NOLAN. Yes. 
Mr. ALIFAS. Yes. 
Mr. KEATIXO. Before you get away from that, Mr. Alifas, do you 

know the total number of men in the Watertown Arsenal affected by 
the Taylor system? 

Mr. ALIFAS. There are about COO men employed there, and they 
are all .subject to it, more or less. They are not working at it con- 
tinuously, but they are practically all under the system, and are 
likely to work at it at any time. 

Mr. KEATING. What proportion of those men do you represent? 
Mr. ALIFAS. I represent about one-third of them. I represent all 

of the machinists there. 
Mr. KEATING. Are the other 400 under organized labor? 
Mr. ALIFAS. The great bulk of them; yes, sir. 
Mr. KEATING. Have they ])rotested? 
Mr. ALIFAS. Yes, sir; they have all protested. 
Mr. KEATING. SO that the majority of the GOO men affected have 

protested against the system? 
Mr. ALIFAS. Yes, sir; and even the attempt of the Chief of Ord- 

nance last year to induce them to protest against the stoppage of the 
premium system did not have that effect. They did not protest 
against it; they were in favor of the proposed legislation. 

Mr. NOLAN. Did Ocn. Crozier, Chief of the Ordnance Department, 
put into effect a similar order in Watertown to the one he put in  

Mr. ALIFAS. In fact, he put the order into effect at Watertown be- 
fore he had the order placed at Frankford. The order was placed 
on the bulletin boards at the Watertown Arsenal on January 2;"), 1915. 
That was three days after the bill passed the House; and on January 

. 27 it was jilaced on the bulletin boards at the Frankford Arsenal. 
NOW, this legislation the department afterwards claimed did not 
ap])ly to Watertown, but apparently at that time the Chief of 
Ordnance believed it applied to Watertown, because he put it into 
effect there first. In fact, he made the order effective in the place 
where he afterwards claimed it did not apply, before he placed it in 
effect where he afterwards acknowledged it did apply. 

Mr. KEATING. Do you know of anv attempt being made to circulate 
a petition in the Watertown Arsenal? 

Mr. ALIFAS. At this time? 
Mr. KEATING. NO: at the time the order was placed. 
Mr. ALIFAS. At the Watertown Arsenal? 
Mr. KEATING. Yes. 
Mr. ALIFAS. No, sir; there was no attempt made, as I recollect 

now, by the management at the Watertown Arsenal to get out any 
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petition, but that apparently was done at Frankford. My informa- 
tion is that the petition was drafted by the commanding officer of the 
Frankford Arsenal and circulated in the shops by some of the fore- 
men, mostly among nonunion employees, who did not understand the 
question that was before Congress; and who were also under a mis- 
apprehension as to what the effects were going to be. as was brought 
out here the other day by Mr. Keating in cross-examination. 

With regard to the effects of these systems of shop management, 
for illustration, I would like to read a few extracts from the pub- 
lished testimony of and investigation held in England. In 1900 there 
was an investigation made of the premium and bonus system by the 
Trades Union Congress of Great Britain, and this volume contains 
extracts from testimony by workmen who had worked under it 
against the system. I would like to read to you two extracts. One 
is on pages 18 and 19, and the other is on pages 34 and 35: 

Another member of tlie A. S. E. ftave further evidence. He was a marker-oflt 
In tlie erection of trnn mountings and luid woriced five years on P. IJ., previous 
to wliioli lie lind done tlie same \vori< on time rates. Ue iireferre;! tlie latter, niul 
considered it impossilile to fix an accnrale time hnsis for erectiii;; worl;, be 'nu.se 
of the inevitable variations in machine-work finisli. The time fixed was based 
on tlie estimated number of hours a man would take to do a partirnlar .jol), iiut 
tliese estimates were often wide of the mark. For example, in trimming seat- 
Inss for trainiuK motors l,."i(K) Iiours was allowed. .\ silRht alteration took place 
which reduced liie fitted surface by 1! inches superficial and the time allow- 
ance was cut down to 8(X) hours. This was not an extreme case, and the wit- 
ness instanced anodier case in wliich a Job liad been cut from 1.32.") to SOO 
hnur.s. Tlie time of apprentices who worked witli journeymen was always cal- 
culated separately, and lads were supposed to do work in six-tenths of llie time 
nIlowe<l a journeyman and. as a rule, tiiey received double their weekly rate of 
pay. The employment of a lad was no advantage to a journeynian, except In 
his last year, and then only when the apprentice was kept to the work lie had 
been accustomed to, and tlie way in which both man and lad were speeded up 
.prevente<I the former teachiuK and the latter acquiring an all-round knowledKO 
of his trade. No automatic jobs had been introduced to his department, con- 
sequently there had l)een no justification for tlie continual cuttinK of prices 
to which they were lieinjr continually subjected. Tills constant alteration, in- 
variably in the same direction, had resulted in constant bickering between 
workmen and the rate fixers. He bad known frequent cases In wlikli an 
nlteration of the drawinj; numlier had been held to justify a reduction in the 
time allowance. The difference in bis wages was some 4 or .T shillings p;^- wt^\i 
ond he had a higher rate than the ordinary fitter. He would williiigly sacrifice 
that sum if he could return to day work; lie would V)e free from the liarrassing 
wliich continually went on and more men would be employed. He certainly was 
of opinion tliat ai)prentiees were not so well trained under the P. B. system as 
under time conditions. 

Another member of the A. S. E. stated he had worked at Messrs. Vickers' for 
two and a half years on time and nine years on premium bonus. He was n 
fitter on the detail liench. He much preferred time work. His opinion of the 
P. B. system was that it was detrimental to the workers, a.s it lirought one man 
Into Individual competition with his fellows. The class of work was certainly 
deteriorating, as it was impossible to turn out so good a Job under this as 
under the time system. They had to rush from morning until night, and this 
did not conduce to good workmanship. He received on the avera-re 7 
shillings p<>r week more than on time rates. He did not think it possible to 
fix accurate time allowances for fitters, as there was great diversity in the 
condition in which work left the machines for which no provision whatever was 
made. They could ai)peal to the chief rate fixer, but no notice was ever taken 
of their protests. With regard to the effect of this sy.stem on unemployment he 
was of opinion that the number of hands had been reduced by at least ot) per 
cent as a direct result of the Introduction of tills system. A good deal de- 
pended on the foreman, who could us<' his Influence with the rate fixer to ob- 
tain an extension of the time allowances, and this was frequenlly done.   He had 
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known cases of jobs being cut down by one-third, the only justification for this 
reduction being the issue of a different drawing and a different order number. 
There were also cases in which foremen had asked men to hurry a job out for 
some special reason without a time card and the thne would ite thr same as 
previously allowwl. Tlie time fixer had then appeared with a time allowance 
nuicli loss than tlie workman had been led to expect. With regard to casual 
labor the witness had seen men sent home at 10 minutes pa.st 6 in the morning 
and at 20 minutes to 5 at night; when a job was conipleted and there WHS not 
another immediately ready the man was sent home. In his department the 
system was fairly popular, as It was well organized and they had a sym- 
pathetic foreman. Ills views were against the continuance of this s.vstem, not 
on personal grounds, because he w.as doing fairly well under It. but because of 
the eitect he knew It had on the general bixiy of workmen. 

Another member of the same .s<K-iety. a brass turner, had lieen einployetl at 
Klswlck for 12 years prior to .lunuary. 1904. He had l)een under the feed-and- 
.si>eed system, against whii-h he bad little complaint to make. One fee<l-anU- 
siK'«><l overse<>r had five or six simps to overliH)k. and In man.v cases his super- 
vision was only noininnl. In IfH^, however, tlie I'. I!, sy-tlem was IntriMluced, 
and iFiey were sulije<'te(l to close nnil continual suiHTvislon. He was on small 
work and had as many as !."> atid 10 separate jobs in one day, each one having 
Its own I line allowaint- attacluHj. 'Wlii'n the system was introduced the time 
ollowaiii(>s were lix(>d by tiie fi'<'d-and-s|KH>il men, who re<-koned what tliu".' the 
J.ib could be done in and added one-third. The basis hail, howe\er. lieen 
chanj;ii|, and now if 1.1 hours was given as a basis nllowaiuv and they did It In 
12 hours they receiviil time and quarter. In order to cut prices tliey would 
take tlie s:ime job to anotliiT slin)' an 1 giv,* a basis time alIowa!ic-e of 12 hours, 
and to rixm time iinU quarter the workmen would have to do it in 9 hours. 
This system had been so devcloiK^ that .shops were com|ietiiig oi>e against the 
other as If they reiire.-ented rival firms, tlie foremen of each shop liaviiig to 
put estimates In for most of tlie work now done by the firm. I'lider the old 
system of day work six men would be employed on alternate niglit and day 
Blilfts; under the I'. B. system the same amount of work wa.s done by three 
men on day work, ,so that thre<> men on this parlk-ular job had l>een displac-eiL 
The ft-ed-and-speed overseers were still there under the name of machine 
Inspectors, and it was still their duly to see that the machines were driven at 
their highest possible .';i)eed. There were no apprentice> to his trade, and under 
the present system there was every prol>al>ility of brass turners losing their 
Identity, as they worke<l In tlie same shops as the general Ixxly of machine 
men. In bis oiiinion. 99 per cent of the men working P. B. objwte<l to It and 
would abolish it to-morrow If they iimld. Ills rate was 3."> shillings i>er week 
and his average bonus amounteil to 1 shilling 21 i>eiice (xT week. There was no 
redress for any complaints, either through the society or through the IndividuaL 
Unsklllwl men were being continually starie<l at the simpler form of machine, 
and with their first Jobs they reieiv"d tickets giving the time allowance for 
their work, and If they could IK-I do it In liie time they were at once dlsilmrgoil. 

A iiieiiilM'r of the steam-engine makers had been eii|iloyeil at Klswick for 18 
y(»ars; he had al«o workwl !!l a local liM-omolive works. He had considerable 
exiM-rieiici- of pieivwork. with wlili-b he had no fault to find, but his oplniou 
of I*. 11. was entirely different. It was a ct)nimon occurrence for an I'stimator 
to .stand over a man. watch in hand, which was intolerable to any self-re.si)ecting 
man. He held that this system was detrimental to the interests of trade 
unionism, ami the iiracllcal result of Us working was that If two men re- 
celve<l 0 or 7 shillings per week overwage and earned considerably more they 
dlsiilaceil one man and deprlvt^d him of his means of livelilKKxl. Under the 
present system the firm got laie-tliird and be got two-thirds of the saving effected 
on the biisis time. Where the time allowance for a big job was obviously too 
little the mistake was attrlhuti'd to the ollice .staff. There was really little or 
no .system of I'ompnting time allowance and these errors were of fre<iuent occtu"- 
rence. The effect of the 1'. K. system was to Intensify unemployment; previ- 
ous to Its introiiucilon 180 men were employwl in the shop, which numlier had 
iKH-n reilnced to 120, the out|iut being the same. Men never knew exactly what 
they were going to get at we«>k ends. There were no prlnte<l rules and no way 
In "which they could ventilate grievances. Apprentices were not projierly 
tralneil now and were no use In other shops or at any class of work other than 
those In which they liad Ixiii si>e<ially lialiu><l. When they had completed their 
npprentlceslilp they generally drlfteil Into other occtipatlons. 
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These extracts show that the men there were opposed to the pre- 
mium system, hirgely beciuise of its s[)ee(liiig-up tendency and un- 
just wage conditions. 

Mr. KKATINO. HOW long has it heen in force in Great Britain? 
Mr. ALII AS. It appears to have been just started about that time. 

It had been in operation, I understand, about two years or so at that 
time, and the mechanics there were fighting against it. 

Mr. VAN DTKE. When was that? 
Mr. ALIFAS. In 1909. 
Last year an employee by the name of D. C. Manning, at the Mare 

Island Navy Yard, working in the sailmakers' loft, had a very serious 
nervous breakdown, as a result of which he appealed to the Depart- 
ment of Labor for compensation under'the compensation act, and 
the Department of Labor sustainefl his plea. I will i-ead what he 
has to say regarding his own case, and M'hat the official frcm the 
Department of Labor has to say about it.    Mr. Manning says: 

Under tlio tlnie-cartl sy.stem you hatl to give nil nccount of every minute you 
were on n job, and wo were prlvon to understiind tliat the men wlio did tlie most 
work would liold tlii'lr jobs tlio longest. Later tlie Ihilsoy system wiis intro- 
(Iuce<l. Under this plnn, ii time man, efiuii)|)('(l with tablet, loud iioncil, and 
stop watch, sat in Ixont of tlie worljer to find out how lonjj; it taljos to do n 
certain piece of wori<. 'I'lio report to hejidqiiarters was your future standard 
for that class of work. 

The Halsey system is designed to get out of the man employed under It the 
greatest possible amount of work he can do in a given time, with the fear 
ever iinnging over liis liead that a failure to keep up to the standanl will cause 
him to lose his job. 

Mr. Manning was engaged in making coaling bags, which are 42 
inches long and 8 feet in circumference. It is the hardest work in 
sail making. 

Down further in this article from which I am reading the solicitor 
of the Labor Department has the following to say: 

Here was a strong, hotirty. hard-working employee who. for about 20 years?, 
had been regularly employed by the Government, and whose rating was first 
class. After putting in all those years of service and retaining ills health, 
strength, and vigor, a new system was installed in the (lovernmeut establisli- 
nient by which tlie emplo.vee was kept under the highest nerve-racking tension 
by reason of the fact that a man sat watching his every movement during every 
minute of an eight-hom- day. In addition to tills It will bo observed from 
claimant's letter, above (pioted, that the work he was performing was one of 
the heaviest and hardest kind to he performe<l in his wcupntion. Under such 
circmnstances it is not a matter of surprise tliat his health should be injured and 
shattered, f(a- it certainly seems that such treatment of a man engaged In 
heavy manual labor, necessitating also the use of the intellect, would be 
suflleient to upset the mind of an ordinary individual and produce Insanity. 

Mr. KKATINO. "Who rendei-ed that decision? 
Mr. ALIFAS. The solicitor of the Labor Department who has the 

deciding of cases that come imder the comjjensation act for injuries 
to Government employees. 

Mr. KEATING. Did the man receive compensation? 
Mr. ALIFAS. The man received compensation; yes, sir. It was 

acknowledged that he had been working tco hard under this system. 
They have had a system akin to the Taylor system at the Mare Island 
Navy Yard. As soon as this law was passed last year prohibiting 
time study and the premium system, or as soon as it became effective, 
on July 1, of last year, the Secretary of the Navy issued an order 
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prohibiting the features that were to be prohibited, and has lived 
up to the hiw abscihitely. 

Mr. KEATING. Just on that point, in your correspondence with 
the Secretary of War, did he manifest any disposition to comply 
with the evident intent of Congress? 

Mr. ALII-AS. Only to the extent that he was compelled to in ac- 
cordance with interpretations supplied him by the Judge Advocate 
General of his department; and the Judge Advocate General con- 
cluded that he was under no obligation to carry this any further 
than the absolute letter of the law indicated; and that limited the 
operaticn of the law to funds supplied by the Army bill. 

Mr. KKATIXG. The Secretary of the N^avy, on the other hand, 
promptly, and apparently cneerfi^Uy, complied with the instructions f 

Mr. ALIFAS. \es, sir; he did it cheerfully, without any attempt at 
evasion. He did net even elicit an opinion from the solicitor as to 
how far he could go. He went as far as he could to comply with 
the spirit of the law. In fact, in introducing piecework he stipu- 
lated tiiat piecework should not be introduced except by the consent 
of the employees. In the War Department, on th other hand, they 
changed frcm bonus work to piecework, without consulting the 
wishes of employees. Some of the employee.^, possibly, wanted it, 
because they did not know the nature of piecework. They were un- 
organized people, and did not imderstand what it led to, but, I pre- 
siune, it would have been introduced, regardless of whether they 
wanted it or not. I will state, however, that the War Department 
does not permit its own employees to evade its rulings in the same 
fashi( n as it evades the evident wishes of Congress. 

At the Rock Island Arsenal an employee who had been elected by 
our membership to serve on a wage committee, tried to get a state- 
ment from one of the employees in the office as to the names of the 
men and the rates of pay they received in different departments of 
the arsenal. We could have secured that information without get- 
ting it from the office, but it was convenient. This office employee 
reported the matter to the management, and the employee requesting 
the information was discharged. We did not get him reinstated 
until after three months, when he had lost about $300 in wages. 
He was a man with a large family, and the loss of $300 was about 
the amount that he would be able to save in three or four years. 
The average mechanic, working in the shop, can net save over $100 

- a year, even if he is economical, and for that little mistake this work- 
man suffered the loss of savings that it woidd take him three or four 
or five years to accumulate. This discipline was based on a ruling 
which says that employees shall not give out information in the 
possession of the Government without, in each instance, an order 
from the Chief of Ordnance. That manifestly applies to informa- 
tion of a secret nature, since in each case it would require an order 
from the Chief of Ordnance. Even the commanding officer, under 
that rules, would not be allowed to give out information without 
in each case an order from the Chief of Ordnance. This man was 
disciplined under that rule, although he did not directly violate it. 
He did not give cut the information; he did not even get it, but 
merely had asked for it. He did not get it, but they contended that 
he had tried to get someone to violate that rule and it was not his 
fault that the rule was not violated, so he was disciplined.   Now, if 
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a liberal interpretation of that order had been followed he would not 
have been disciplined, but the War Department does not give its 
employees the same latitude in interpretmg regulations as tliey as- 
sume themselves in interpreting the regulations that are made by 
Congress. 

It has been admitted by witnesses here before this committee that 
the survival of the fittest is the doctrine embodied in the Taylor 
system. Of course, that applies to the setting of wages also. They 
have explained to you that there are various systems of setting the 
inclement that an employee gets for efficiency, and that varies all 
the way from 15 to f.O per cent, or 100 per cent. Now, they 
have not stated how they arrive at that percentage. It is arrived at 
in this way, according to Mr. Taylor's work. He has a paragraph in 
his work on shop management devoted to that subject, paragraph 
32, in which he describes the method by M'hich he arrives at the pre- 
mium the man should get above his day rate for certain classes of 
work. He experiments much after the fashion tlrat a mathemati- 
cian will determine the square root. You get first an approximation 
which will be a little bit above what the square root should be, and 
then you get an approximation which will be a little bit below what 
the square root should be, and if j'ou keep on getting approximations, 
you get closer and closer to the true figure for the square root. The 
employer, for instance, arbitrarily sets 30 per cent. If he can get 
nil the men he wants at 30 per cent, he discovers that he does not 
have to pay 30 per cent, so he puts it down, say, to I.') per cent. Then 
he discovers that by giving only 1") per cent he is not getting men 
enough, so he raises it up to 25 per cent. Then he discovers that that 
is too miich, so he jiuts it down to 20 per cent, and gradually, by that 
approximation method, he gets exactly the number of men he wants 
who will work at this particular speed. It is operated according to 
the law of supply nnd demand. They pay the regular day rate, 
and then on top of that rate they give the employee this added per- 
centace. If the day rnte is not established scientifically, it is estab- 
lished in accordance with whatever the day rate is in a community. 
Now, suppose scientific manngement became general, and they began 
to eliminate about one-third of the men in all of these shops, there 
would lie a surplus of labor. Of course, this surplus of labor would 
be looking for work, and in their endeavor to Fecure emnloyment 
would be competing for the positions that they had been eliminated 
from. That would drive down the daily rate. As a consequence of 
that the wnge in the vicinity, as soon as the premium system becnme 
general, would correspond to the law of supply and demand, and the 
day rate and the premium and all would not amount to anv more 
thnn the law of supply and demand would compel them to give. So, 
evidently, even under the premium system they would not be get- 
ting nny more than they would under a straight day-work system in 
the long run, as long as the law of supply and demand is going to 
operate. 

Now. we are endeavoring to jret away from the law of suoplv and 
demand to a certain extent, and the law of the survival of the fittest. 
If we were to revert to the law of the survival of the fittest, we would 
all be carrving swords, and the best man would take whatever he 
wanted. It does not chnnce the theory very much to transfer the law 
of the survival of the fittest from personal, physical encounters, to 
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industrial encounters. It is just as hard on humanity, and civiliza- 
tion exists for the purpose of making life less of a hardship and less 
severe for people. We do not think that any system ought to be in- 
augurated that has for its main purposes the carrying out or the 
intensifying of the law of supply and demand, or of survival of the 
fitte-'t. 

Air. NOLAN. Let me ask you right there, Mr. Alifas, what effect has 
this system on collective bargaining? 

Mr. ALU AS. It has, in my judgment, this effect, that in so far as 
we have scientific management, collective bargaining will not exist. 
Collective bargaining is largely based on the trades-union move- 
ment. If you eliminate the trades-union movement there would be 
very little collective bargaining. The trades-union movement has, as 
Eome of its principal means of solidarity, the fact that they are clas- 
sified in trades, that they have the same interests, that they have 
experience which enables them to have an advantage when it comes 
to rci^lacing them. If a person has no experience he would not in- 
convenience his employer very much by quitting: but if lie has ex- 
perience and is doing work that requires an experienced man to do, 
it i"? difficult for his employer to find a man to take his plnce. 

Now, scientific management aims to do awav with the skill in the 
shop, and to transfer it to the planning department. Once the skill 
has all been accumulated in the planning and estimating department, 
and they dole it out to unskillful employees, the advantage that an 
employee has by being skillful is gone, and lie is not able to stand up 
for his rights so readilv. Scientific management is, by reason of its 
time-study feature, able to assign a task on very short notice, and 
they can possibly also break up a trade and syiecialize it in a very 
shoT't time if they get into trouble with their workmen. Then, again, 
by the time the employees have been able to organize along a certain 
line the first tiling they know the management comes along and 
changes their classification and calls them something else and turns 
them into something else, and they liave got to reorganize over again, 
which breaks up their organization in such a way that they would 
not be able to get concerted or united action. In that way it prevents 
them from organizing to their own advantage. It places industry 
in flux, vou might .say. 

Mr. NOLAN. In other words, it takes away the opportunity of 
collective bargaining, and renders the individual subject to the obso- 
lute mercy of the employer? 

Mr. ALIFAS. Yes; and another aspect of it is that it is going to 
eliminate all of the recognized trades, as we know them to-day. 
What incentive would there be for a young man now to learn a trade, 
if he thought that scientific management was going to come into 
vogue? In five years from now the trades that exist at the present 
time would not exist any longer, and he would be learning some- 
thing that would be absolutely useless in five years. If he started 
five years from the present time industry would still be in flux and 
they' would be changing it. subdividing it, and reclassifying it, so 
that in two or three years from then there would not be any trades 
that existed at that time. There would be no incentive for employees 
to try to learn any definite kind of industry under a system of that 
kind. 
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I think that it is the duty of Congress to protect the people against 
abuses, and I think one of the prime objects of civilization is to make 
human beings happj-, and if somebody is trying to introduce a system 
of management that is likely to deteriorate our race to such an extent 
that they will not become useful citizens it ought to be stopped. We 
have to protect our people. We protect them against the use of 
opium; we protect them against accidents; we protect them against 
the sclumings of people who sit up nights to study plans to get the 
best of their fellowmen; and 1 hope the committee will allow this 
bill to be placed on the calendar, and to urge its passage. 

I thank you very much for your attention. 
Mr. SMITH. May I ask just a question or two. You heard the 

lettei's read and tlie remarks made about the employees of certain 
factories being very much in favor of this Taylor sj'stem? 

Mr. ALIFAS. Yes, sir. 
Mr. SMITH. What have you to say about those letters? 
Mr. ALIFAS. DO you mean the letters from the clothing factories? 
Mr. SMITH. Yes; those that were read, the remarks that were 

made, stating that the workmen were in favor of this kind of a 
system. 

Mr. KEATING. Before the witness answers that question, did J'ou 
hear Mr. Alifas's statement concerning the attitude of the Govern- 
ment employees? 

Mr. SMITH. I heard it at the last session, 1 think. 
Mr. KE^VTING. He made a statement just a few moments ago, rep- 

resenting the attitude of the Government employees, which, of course, 
would have a direct bearing on the bill before us. Now, if you will, 
answer Mr. Smith's question. 

Mr. SMITH. I just wanted to find out if there were any workmen 
m any of the factories that were in favor of this. 

Mr. ALIFAS. AS a rule, Mr. Smith, when an employer sends out a 
notice to his employees to the effect that he would like to have them 
submit a statement to him indicating that they like to work for him 
he is very likely to get a favorable reply from the majority of them. 
He may think himself that he is not using undue pressure on them, 
but they do not know what his stat« of mind is. They may assume 
that he is going to force them to supply this statement. I know that 
during the pendency of the eight-hour law before Congress in 1912 
that E. W. Bliss & Co., of New York, brought down a petition signed 
by a large proportion of their employees petitioning C ongiess not to 
pass the eight-hour law, and it can be i)roven that in almost every 
piece of legislation interfering with the wishes of certain employere 
that their employees have petitioned Congress requesting that such 
legislation be not passed. 

Mr. SMITH. You would say, then, that the workmen generally are 
opposed to the Taylor system and the time study and the scientific 
management? 

Mr. ALIFAS. I will say that the workmen who are connected with 
the American Federation of Labor and the trades-union movement 
are opposed to it, and those who are in favor of it may be in favor 
of it for the same reason that man.v negroes in the South were in 
favor of slavery, because they did not know any better. 
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Mr. NOLAN. Mr. Alifas, reference was made here this morning to 
a letter written by one of the gentlemen who is going to appear here, 
who is opposed to this legislation. It is a letter soliciting funds, 
and in that letter the statement is made that the i)roponents cf this 
measure intend, provided they are successful in passing this legis- 
lation, to have legislation enacted prohibiting any private concern 
that does Government work from using the Taylor system in their 
factories on that work. Do you know anything about any move- 
ment of that kind? 

Mr. ALIF.AS. Personally I have never decided on promoting that 
particular thing myself, and I have never heard that particular thing 
advocated by anyone else. What we may do, I do not know, but they 
arc not justified, as far as 1 know, in making that assertion. It is 
mere more apprehension on their part. You know they have criti- 
cized us severel}' for apprehending things tliat have not happened. 
Now, why do they not wait and see what happens before they oppose 
this legislation on that ground? 

Mr. NOLAN. Well, a ijretty broad statement is made in there, not 
that they apprehend, but that tlie pioponents intend to do that. 
Yon have been very active, I might say, in favor of this measure, 
both in tiie last Congress and in the present Congress. 

Sir. ALIFAS. Yes. 
Mr. NOLAN. YOU do not know of any instance? 
Mr. ALIKAS. I do not know of any definite movement in that di- 

rection ; no. sir. 
Mr. Chairman, since indulging in tliis colloquy there has come to 

my minel two other aspects of tlie (|ue.?tion that I believe are impor- 
tant in the bearing they have on the bill before you. It has been inti- 
mated by the Chief of Ordnance that if he is not pci'mitted to con- 
tinue the Taylor system that much of the work now done in 
Government shops will have to be done elsewhere; especially is tiiis 
true if he is not to be permitted to install piecework in some occu- 
paticms. Before the Ordnance Department started to introduce the 
Taylor sj'stem they were apparently getting along very nicely under 
the former common-sense method of shop practice and were pro- 
ducing work economically. 

For the purpose of showing just how ecomonically work has been 
done in the arsenals as compared to the price that has to be paid 
private contractors for doing the same kind of work. I would like to 
insert in the record at this point three tables, v>hich were incorpo- 
rated by the Chief of Ordnance in a hearing held before the Appro- 
priations Committee of the House when it had under consideration 
the fortifications appropriation bill on December 12 and 15, I'JlS: 
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itanufactitre of (irtillcry ainniiinitiuH. Slatetnent o/ total iirHcnul costx iiiid total 
contract costs for ammunition being manufactured at the Frankfortt Arsenal 
anil proriilciJ for in ortli rs inmicU Iwtween July 1, 1012, anil Apr. ^5, U)Ui, anil 
which mil he complctcii bji June HO, lOl-i. 

lExtraft from Itislimoiiy of llri^. (jon. William Crozipr on Uec. Ij, IWS, before subcommitloe of House 
Committee on Vpproprialions on the (orliBcatlons approrriatlon bill.   See p. U9 of hearings.] 

.Vnicles. 

3-inch finished shrapnel case,s., 
3.R flni.'ihiHl shmuncl rases  
6-i/ich fmi.sned shrapnel cases.. 
3-inch common shrajjnel with 

out fu.ies or base cjiarges.... 
3.S-inch common shrapnel wiih- 

out fuses or base charges  
4.7-incli common shrapnel with- 

out fuses or base charges  
6-lnch common shrapnel with- 

out fuses or base <-!iarges  
21-socond combinalion (u-ses... 
31-secoiui combinalion fuses... 
3-inch nigh explosive .shraimel 

fixed  
Fuse slocks  
Rear plugs for fuses  
Front plugs for fiuses  

Quao- 
ti'.les 
under 
tnami- 
factura. 

10,000 
1,000 
-1,030 

48,000 

4,300 

Total 
arsenal I Aggregate 
costs ! total arse- 
])er I nal cost, 

unit. 

$1.75 
4.I1S 

17.10 

3.35 

7.94 

15.45 

5.000 
tM,000 
20,500 

30.20 : 
2.16 
2.»2 

45,000 
74,.WO 
74,600 
74,500 

10.15 
1.66 
AH 
.03 

S17.500.0O 
4,6RO.flO 

tiS.SKlS.SO 

170,400.00 I 

35,730.00 

224,025.00 I 

151,000.00 
103,fiSO.OO 
77,3.SO.OO 

450,7.y). (10 
12.3,670.00 
13,410.00 
0,705.00 

Con- 
tract 
price 
per 

unit. 

Contract 
cost per 

unit. 

Total 
contract 

Saving 
over oon- 
tnu't cost. 

S3.06 
6.65 

16. CO 

5.79 

17.80 

25.26 

37.00 
4.30 , 

• 7.00 

•"i.'io' 
.23 
.17 

J3.15 
6.S5 

16. 41i 

5.96 

18.03 

28.02 

38,11 
4.43 
7.21 

113.17 
2.47 

$31,500.00 
B,S50.00 

68,496. SO 

2»a,080.00 

81,1.3.5.00 

377,290.00 

iro,550.oo 
212, €40.00 
191,065.00 

5sl2,650.00 
1?4,01.'>.00 
17,«4st.a'i 
13,014.93 

$14,000.00 
2,170.00 
2,501.70 

115,680.00 

45,405.00 

1.53,265.00 

39,5i0.00 
lftS,9«O.0O 
113,685.00 

135,900.00 
60.345.00 
4,239.0} 
e,33».«A 

' This was the lowest and onlv bid received, but no contract was made. 
' The shrapnel r.-rojoctiles only were ordered abroad, and the contrticl cost includes the cost of i 

bllng the iirojedile to the cartridge case and charge and of the necessary rounds tor tiring test based on a 
previous order. 

Grand total contract cost $2.2,50,965.80 
Grand total arsenal cost    1,433,928.50 

Saving        797,037.3C 

Pvrchase of artillery ammunition—Statement of total contract costs and of total 
arsenal costs for ammunition being purchased from outside manufacturers 
covered by orders given between July 1, 1912, and Apr. 25, 1913, and which 
will be delivered before June 30, 191^. 

(Extract from le.itimo:iy of Brl'/. Gen. Wilil-im Crozler on Dec. 15, 1913, l)efore subcommlTtee of House 
Committee on Appropriations on the fortifications appropriation bill.   See p. 130 of hearings.] 

Artides. 

2.95-inch shrapnel case torgings  
3-tnch shrapnel ca.sc forgings  
3.8-lnch finished shrapnel ca.ses  
4.7-inch finishefl shrapnel cases  
6-fnch finished shrapnel taises  
3.8-inch common shrapnel without 

fuses or base charges  
4.7-inch common .shrapnel without 

fuses or base charges  
<Wnch oonirnon shrapnel without 

fuses or base charges  
3-lncb common steel shell  
3.8-inch connKon steel shell  
4.7-inch corniT.ou steel shell  
6-inch common steel shell  
S-Inch a.ted high-explosive shrapnel 

Quan- 
tities 

or- 
dered. 

4.109 

25. .523 
7,055 
9,615 

S,760 

2.500 

7.000 
1.500 
3.000 
9.066 
10 605 
7,077 
10.000 

Con- Con- 
tract tract 
price cost 
per per 

tinit. ,  unit. 

$3.06 I   $3.15 

3.06 : 
6.65 
9.37 I 

3.15 
6.85 
9.65 

IS. CO I   16.4S 

17.50     18.03 

Total con- 
tract cost. 

$12,943.35 

25.26 
37.00 
4.87 
9.17 

12. 46 
17.93 
13.17 

26.02 I 
38.11 I 
5.02 
9.45 j 

12.83 
18. 47 I 
13.17 i 

80.397. 45 
48,326.76 
92.784. 75 

94,294.80 

45,07.5.00 

182,140.00 
57.165.00 
15.060.00 
85,673.70 

1,36 0«'. 15 
130,712.00 
131,700.00 

Total 
arsenal 

cost 
per 

unit. 

$1.75 

Total arse- 
nal cost. 

$7,190.75 

1.75 44.665.25 
4.68 33.017.40 
8.80 I 84,612.00 

17.10 I 98,490.00 

7. 94 19,850.00 

15. 45 
30.20 
2.39 
4.81 
S.?.0 

16.75 
10.15 

108,150.00 
45.300.00 
7.170. 00 

43,607.46 
88.0'1.50 

US. 539.75 
101,500.00 

Contract 
cost over 
arsenal 
cost. 

$5,752.00 

,35,732.20 
15.30a.3t 
8.172.7S 

4.201.20 

26.225.00 

73.990.00 
11,865.00 
7,890. 00 

42.066.24 
48 040.65 
12.172.26 
30,200.00 

Grand total contractoost. 
Grand total arsenal co.st... 

Loss  

$1,112,334.96 
800,120.11 

312,214.84 

-K; -IB 
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; The first of these tables relates to work at the Kock Island Arsenal, 
where the features of tlie system to wliich we object liud not been 
introduced up to that time. It shows, for instance, that a 3-inch 
gun carriage wliich costs under contract, in lots of IC, $3,398.82 each, 
when manufactured in lots of '20 at the Rock Island Arsenal were 
manufactured for $2,192.27. This shows a saving of over $1,000 in 
favor of arsenal costs. The same showing can be duplicated in a 
large number of cases in this table. 

\\'ith a showing of that kind I submit to this committee that a 
necessity does not exist for speeding up the workmen any more. 

The other two tables relate to work done at the Frankford x^r- 
senal, where, however, the premium system has been in operation 
for a number of years in part, althougli that is substantially the 
only part of the Taylor system that they have used there. 

Since the prohibition against the premium system in last year's 
Army appropriation bill the management at the Frankford Arsenal 
has transferred all premium workers to piecework, and I imder- 
stand that the work is costing about the same. However, the show- 
ing made in cost of doing Avork according to these two tables is 
largely the result of what is generally termed " common-sense man- 
agement " as against " scientific management." In spite of this favor- 
able showing as to costs of doing work at the Frankford Arsenal we 
have been led to believe that tliis is also one of the arsenals into 
which it is proposed to introduce the Taylor system. At any rate, 
I desire to emphasize to this committee that this favorable showing 
as to costs at the Frankford Arsenal is not the result of the Taylor 
system, since the piecework plan, which is unscientific according to 
Mr. Taylor, operates equally well and economically. 

Many people in the United States seem to think that Government 
jobs are usually sinecures. This impression, I presume, dates back 
to the time when most Government jobs were under the spoils sys- 
tem. Since then, however, the civil-service law has been in operation. 
Employees at the arsenals and navy yards have gone through the 
experience of having one set of officers take charge after another, 
with the result that each set of officers have attempted to make a 
record for themselves, oftentimes by making the workmen work 
harder. As a result of this, if there ever has been any inefficiency 
in these establishments the slack has been taken out long ago, when 
it is considered that they change officers in many places as frequently 
as every two and one-half years or even oftener. In the arsenals it 
is not quite so frequentlj'; perhaps every four years. 

This brings me to the other point that I desire to make. It has 
been contended by officials at the Ordnance Department that Army 
officers have no incentive for introducing oppressive measures or 
unduly speeding up the workmen. This might be true if they ex- 
pected to always be employed as Army officers, but from time to 
time these officers who have gained experience as managers of the 
department's industrial plants are offered good positions with pri- 
vate manufacturers. Any officer, therefore, who has ambitions to 
secure a managerial position at a good salary with a private concern 
would have a very powerful incentive to operate a Government plant 
as efficiently as it could be operated and to make the workmen work 
just as hard as they could be induced to work. At least the em- 
ployees to a large extent are impres.sed with the belief that the offi- 
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cials are principall}' concerned with the quantity and quality of 
production and discipline among the workmen to the exclusion of 
the personal interests of the employees. 

In conclusion, I desire to emphasize the fact that the opponents 
of the proposed legislation during the last few days have admitted 
that the Taylor system and similar systems are based on the law of 
" the survival of the fittest'' and that in setting wages and standards 
of performances the law of supply and demand must operate. 

Under these circumstances it seems to me this committee can do 
nothing other than disapprove the introduction of these systems in 
Government workshops, and I hope that every effort will be made 
by this committee to secure the passage of the pending bill. 

I thank the committee for the privilege of appearing before them 
and for their considerate attention. 

STATEMENT OF ME. EDWAKD J. CANTWEIL, SECRETAEY NA- 
TIONAL ASSOCIATION OF LETTER CARRIERS, WASHINGTON, 
D. C. 

Mr. CANTWKLL. Mr. Chairman and members of the Committee on 
Labor, I come before you to-day to enter my protest against the stop- 
watch or time-measuring device system in vogue in the Postal 
Service and to urge the committe to carefully weigh all the evidence 
that will be submitted to them in the hope that they will make a 
favorable i-eport to the House of Representatives on a bill that will 
.stop this practice in the future. 

For the information of the committee, I submit herewith a memo- 
randum of the speed standard and the result of a test made in the 
Cincinnati post office. The statement contains an explanation of 
the number of pieces of mail ])er minute that letter carriers are 
required to distribute and the time allowances made for handling 
registered mail, C. O. D. parcels, insured parcels, postage-due mail, 
and answering communications. Also the time allowed for per- 
forming other classes of work, such as change of addresses or mark- 
ing up mail matter that has not been properly distributed, and as 
this is something that will explain itself, and with the permission of 
the committee, I will insert it in the record. 

Mr. KKATING. Without objection, it will be inserted. 
(The statement referred to is as follows:) 

SPEED   STANDABD. 

After making time aUownnc<s ns noted below, carriers should dl.strlbute the 
nnmbpr of piece.s per minute indicated in the following tables: 

Two-trij) oarriers. 

I   Percenl- 

10 
IS 
20 
25 
30 
3,1 
40 
*i 
SO 
00 

Pleres. 

13 
12} 
12 
Hi 
u 
ini 
10 

Three-trip carriers. Kour aiid five trip 
carriers. 

Percent- Pieces. I'ercent- Pieres. age. agp. 

10 14 10 16 
IS 134 16 151 
20 13 20 15 
25 1"1 25 141 
30 12 30 14 
m m 35 13J 
40 11 40 13 
43 104 45 12J 
.W 10 50 12 
lifl »i 
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Under " papers " is Included everything except letters, circulars, and cards, 
time iilkiwiincos* should he iii:ide n>< follows: One minute per piece for registered 
mull, ('. <). 1). psircpls. insured parcels, postajre-due mail, and communications; 
ono-lmlf minute for each clmnKe of address order written up; one minute for 
eiicli seven pieces marked up. 

To ani\e at tin- rule of spee<l, iniike proper deductions from the total ofti(^e 
time on nccoiiiU of "lime allowaneos " and divide the nuniher of piec»>s of mall 
of all cliis.ses handled i)y the numher which represents the net nuuiher of min- 
utes of office time. For example, a two-trip carrier whose total oflice time 
amounts to 1 Imur and .SI minutes handles .SIM) pieces of mall, 35 per cent of 
which is classed as papers; he handles 2 re;;istered i)ieces, 1 po.stajre-due piece, 
answers one comnnniiciilioii, and niarl<s uji for forwarding 77 pi(H-i>s and enters 
4 orders. .Makinp; proper deduction for "time allowances" in aecordance with 
above table his net office time is 91 minutes less 17 minutes. Dividing 80() by 74 
we gel lO.S whi<-h shows the avenifie mimlier of pieces handled per minute and 
which sliould he compared witli the alxive table. 

•Man.v carriers should be al)le to e.vceed the rates of speed indicatetl in the 
above table and no carrier should fall below tlie requirements. It can not be 
supposed that all of the carrier force can stistain their work at the standard 
fixed by the department, and for this reason there will be routes which are 
not served accoriiinj^ to these? standards. Those carriers who can not serve a 
standard route siioulil be assigned to routes at those outlying stations where 
they would serve routes in accordance with their abilities, and these assign- 
ments should carry a less salary than that paid men serving standard routes. 
For instance, if it is found after a tliorough test tliat any carrier is unable to 
conform to the departmental standards of work, he siiould if receiving the maxi- 
mum salary be reduced in salary on the grounds of Inefficiency, and assigned 
to a station wliere undertime according to the standard of work Is unavoidable. 

On October 14, 1915, a test was made of 210 carriers in the Cin- 
oinnati post office, (livided as follows: 

Foity-six si.x-trii) carriers: H) five-trip carriers: :)i) four-trip car- 
riers. 31 three-trip carriers, and !);5 two-trip carriers. Out of a total 
of 210 men. iW fell below the standard in this test. Of the .six-trip 
carriers, 23 measured up to the standard and 22 fell below it. Five 
tripi^ers, 2 cai'riers made the standard and 8 fell below; of the 
four trippers, 4 men made the standard and 26 fell below; of the 
three trippers, H measured uj) to the standard and 23 fell below; of 
the two trippers, 43 made the standard and 50 fell below; of the 
total number, 80 carriers measiuvd tii) to the speed test of the de- 
partment and 130 fell below. 

Of the test taken on Friday, October 15. li)15. out of a total of 206 
men but 72 measured uj) to the standard and 13-t fell below the 
standard. I submit herewith, for the information of the committee, 
the results of the speed test taken on both days. 

(The statements referred to are as follows:) 

CINCINNATI,  OHIO. 

Result of speed test taken on Thursday, Oct. Ik, 1915. 
(Number of carriers covered bvt^st 210; forty-six fi-trin c-;in*iors; l«n .Vtrip carriers; thirty 4-trip carriers; 

thirty-one 3-trlp carriers; and niiwity-.three 2-trip carriers.) 

Number of trips. 
dumber 
if cards, 
letters, 

circulars. 

ftt, 718 
10,.3,S2 
2«.,'i91 
21,1S9 
42,642 

>^umber 
nUier 

classes. 

"umber 
of Reg. 

Ins. 
C. O.D. 

^'limber 
postage 

due. 

•.sea 

Cora- 
munlca- 
tiotus an- 
swered . 

Order'! 
b.oked. 

For- 
warded 
marked 

up. 

h,%VS 
1,058 
4,247 

191 
12 

3 :« 4.34A 
•IH'          n          20 800 

s? 1              «4  1                1 '              4B 1,831 
a.hTX              !A              34 1              4             101 

1.3.4^ '             7D               83                  A              123 
2,309 
4,237 

:!fin            .M12 Total  189.490 29 .'174 t.^              Xa^        1.3.223 
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Table '<lioirin{f time rotmumc*! aftutilljf. 

ghts given in standiird taltle. seca 
eragos are compm^d are sliown in llic third column.   Time 

(First column, time Allowance acconiinK to weights given in standard taltle. second column, and limo after 
allowances are deducted and bv whicli the averaces a 
comput«ti in minutes.l 

Number ot trips. Actual 
time. 

Allow- 
ances. •lime. Average. Number 

of men. 

«  5.S10 
1,102 
2,900 
2,84.s 
8,12.1 

1,195 
158 
402 
4,'>S 
SO.i 

4.«1.1 
944 

2,498 
2,390 
5,320 

16 
12.1 
12.3 
11.1 
10.5 

46 
5  10 
4  30 
3  31 
2  93 

UI  To 18,785 3,018 15,767 12.6 210 

Nf>TK.—Firiy-six men, five and six trippers. average<i l.'i.3, standard 16; .'{0 four-trippers averaged 12.3, 
standard 15.5: 31 tliree-tripiiers averaKe<i II.1, standard 13; 93 two-trippers averaged 10.5, standard is 
11.5.   Out of a total of 210 men, 1.30 fell below standard. 

Tahle Klioirinn the number of HUH iii ciirli i-liixn iiho altdiiinl tlif sliindard. 

Standard 
or Iretler. 

e trippers... 
S trippers... 
4 trippers... 
3 trippers... 
2 trippers... 

Total. 

Lower 
than 

standard. 
Total. 

130 

4« 
10 
30 
.31 
93 

210 

nSCINKATI, OHIO. 

Krsult of speed test taken on Friday, Oet. 15, IHI3. 
[Number of carriers covered by test 206; forty-four 6-trip carriers; nine 5-trip carriers; twenty-eight 4-trlp 

carriers; thirty-four 3-trip carriers; and ninety-one 2-trip carriers.[ 

Number of trips. 

a  
4  
3  
2  

TotaL 

Number 
of cards, 
letters, 

circulars. 

70,619 
9,772 

27, .399 
25,369 
45,442 

178,601 

Number 
of other 
cla,s.ses. 

6,216 
1,290 
6.003 
8,828 

17.543 

39,880 

Number 
of Reg. 

ins. 
c. 0. d. 

Number 
of com- 
munica- 

t ions 
answered. 

241 
16 
55 
46 
87 

445 

Number 
of orders 
booked. 

15 

20 

For-    : 
warded • 
marked 

up. 

Postage 
due. 

4,212 
1,599 
2,173 
3,161 
5,015 

341 
70 
65 
S4 
82 

196 IS, 160 , 592 

Ttil>l< shdirhiif the time eonsinned. 

(First column shows the actual time, second column shows time allowances, and the third shows the time 
after the allowances have been deducted, and by which the averages are arrived at. Time is shown In 
minutes.] 

Number of trips. Actual 
time. 

5.747 
1,052 
3.152 
3,709 
7.233 

Allow- 
ances. Time. 

4.557 
878 

2,711 
3.240 
6,196 

.\verage. Number 
of men. 

4  1.190 
174 
441 
.569 
937 

16.8 
12.5 
12.3 
10,5 
10.3 

44 
S  9 
4  28 
3  34 
2  91 

Total. 20,883 3,311 17,582 12.4 206 

NoTK.—T'ortv-four 6-trippers averaged 16.8,10 per cent of papers standard demanded 16; nine 5-trippers 
avera^ 12.5, lOper cent of papers standard deinanded 16; twenty-eight 4-tripper.s averaged 12.3,20 per cent 
paper^n, ?>tandiu"d demanded 1'J; thirty-four ;i-tripper3 averaged 10.5, 25 per cent papers standard demands 
12.5: nmetv-one 2-tripi>ors averaged "10,1, 35 per cent papei^s, standard demands 10.5. Out of a total of 
aw men 134 fell tielow the standard. 
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Table thowing the nvmher of vien in each clout who attained the standard. 

•-trippers '.  23 
S-trippers  1 
4-trippers  6 
S-trippers '  9 
8-trippers : M 

Standard 
or better. 

Totdl  72 

Lower than! 
standard. Total. 

22 44 
g • 

22 28 
2S 34 
97 91 

134 ' 306 

In the speed tests an allowance of one inimite is made for answering 
commnnications. It hardly seems reasonable to suppose that any 
man could answer a communication from liis snj^erior officer in one 
minute. In answering an official communication it must be drawn up 
intelligently and contain the information sought by the official and 
couched in respectful language. I will leave for the committee to 
judge whether there is one among us who could pick up an official 
docimient requesting a reply, read it, and make an intelligent answer 
in writing in the space of one mine. For exaini)le, tiie superintendent 
of a post office hands an official communication to a letter carrier 
reading as follows: 

Complaint Is made by Mr. Kilwanl Keating, furmerly nf Congress Hall, that 
his mail is being left at that aiUlres.s, although he filed an order to forward his 
•mall to the Continental Hotel. 

On receipt of this communication, the carrier inu.st first a^cer- 
tain if the accusation be tiiie. He knows tiuit for the past several 
days he has forwarded Mr. Keating's mail to the Continental Hotel, 
and he further knows tliat the order to forward is only ;i days 
old, so he calls at Congress Hall and inquire.* if he, by any chance, 
left a letter for Mr. Keating at any time, and is told by4;he clerk that 
a letter was left for Mi-. Keating on tlie morning of the day that he 
left the hotel, and that he had sent one of the employees to the Con- 
tinental Hotel the ne.xt day with the letter. Mr. Keating had not filed 
a removal notice until the day following his removal fi'om Congress 
Hall, hence at the time the letter was delivered at Congress Hall 
no order was on file to forward his mail. This mu^t be made clear to 
the superintendent, .so the carrier writes him as follows: 

JlARCH »). 1916. 
Mr. CARL C. VA.V DYKE, 

Siiitcriiili-iKlriil of MtiilK. W'dnhiiititon. I). C. 
SIR: Ueplying to the nttnchc*! comniunlcMtion. I Ix'g lo advise that I have 

forwarded all mail addre.ssed to Mr. Keating to tin? ("ontinonlMl Hotel a« |ier 
order since the order was rocoivcd by mi', lait prior to the tiling of the order 
and after he left Congress Hnll a letter was delivered there for Mr. Keating, 
which was later taken by an employee and delivered to the Continental HoteL 

Respectfully .submitted. 
.IAMES F. MARKK, Carrier iOS. 

This answer is intended to make it clear to Mr. Keating that his 
mail is receiving tlie proi)er attention, aud explains the reason the 
delivery of the letter to him by the emi)loyee of the Congress Hall 
Hotel was due to his failure to file a removal notice imtil the day 
after he had left. Now, anything less than this would not answer 
the purpose, and no man living could write the above in one minute. 
What I mean by that is that he could not take that official communi- 
cation, read it. and find out what the assistant superintendent wanted 
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to know, and then compose a letter and answer it in one minute's 
time. 

One-half minute is allowed for change of address, which is not 
sufficient for the purpose, unless a letter carrier can make all the 
changes of addr&ss from memorj' and not be compelled to consult his 
removal book. Should a letter carrier make a change of address from 
menu)ry and forward a letter to the wrong addre-ss the letter is de- 
layed, and the carrier is disciplined In- having demerit? charged 
against his record. To nuirk up and forward seven pieces of mail per 
minute depends entirely on the character of the marking up. If it 
is simply to mark the number of the district on which the letter is to 
be delivered, seven pieces of mail could be readily marked up in one 
minute. If, howe\er, one or more pieces of mail requires looking up 
in an order or removal book, it would be a physical impossibility to 
mark uu seven pieces of mail in one minute. 

For tne further information of the committee. I submit herewith a 
copy of a comnumication issued to the post-office clerks and letter 
carriers of Chicago, III., of the speed tests required of the employees 
in that city. 

(The letter referred to is as follows:) 
I'o.sT OKFIOH, CHICA(IO, II.I... 

Dplirrrp Din»ioii. .Janiwry 29, 1915. 
(;iri-uliir Xo. 7. 
Subject: Uiitinp of clerks iiiul curriers. 
Siiperlntendents of stations: 

Suiierinteiuleiits of stations will sulmiit as soon iis possilile, in t". P. O. Korui 
3990, ellifipncy nuinps for all cierixs and carriers assijmeil to their respective 
stations on tUe quantity and quality of work performed dnrtn^ tUe year end- 
ing November 30, 1914. 

The ne.vt efficieni'y rntinRS followinH the above will be given for the six 
months from December 1, 1914, to May 31, 191.5, and shall be submitted here- 
after .semiaiinually, December 1 and .Tune 1, respectively, on C. P. O. Form 3990. 

The efflciency rating of each employee from December 1, 1914, on shall 
be determlnml. on. his reconl for attendanoe, adaptability, speed, accuracy, and 
efficiency, and tlie relative value of each subject shall be charged as follows: 

Polnta 
Perfect in attendance, one-flfth point off for each day absent    14 
Perfect in adaptability     12 

Adaptability of clerks shall be determined by their availability for any 
clerK-nl duty, application, appearance, and courtesy. 

Adaptability of carriers shall be determined by periwlical tests as to the 
manner in whicli they memorize removals and dispose of their " overs "; their 
application, general appearance, and courtesy in the offlce and in the field. 
Maxinmm In speed, 12 points. 

To be given as follows: 
Clerk distribiUing— 

50 cards per minute on examination     12 
45 cards per minute on examination    11 
40 cards per minute on examination    10 
35 cards [ler minute on examination  9 
.30 cards ]>cv minute on examination      8 
2,') cards per minute on examination       8 
20 car<ls per minute on examination       8 
1(5 canis per miinite on examination (but quallfles)      0 

Carriers routing and trying out on exclusive: 
Firm districts— 

40 pieces per minute on test    12 
Si) pieces per minute on test    11 
30 pieces per minute on test      8 
2.5 pieces per minute on test '.      8 
20 pieces per minute on test      2 
Under 20 pieces per minute on test      0 
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<jarriers routing iind trying out on exclusive—Continued: 
flflice-building districts— 

35 pieces per minute on test  12 
30 pieces per minute on test '  11 
25 pieces per minute on test  8 
20 pieces per minute on test  5 
17 pices p(!r minute on test  2 
Under 17 pieces iior minute on test  0 

Mixetl business and residence districts—   • 
25 pieces per minute on test  12 
23 pieces )«>r minute on test  11 
20 pieces pci- minute on test  9 
17 pieces i)er mlime in test  6 
15 i)ieces per minute on test  2 
T'nder 15 pieces p^'f minute on test  0 

'l"!ire«>-lrip residence districts—- 
20 puMvs per minute on test  12 
19 pie<-es per minute on test  11 
17 pieces per minute on test  9 
15 pieces per minute on test  6 
13 pieces per minute on test-1       2 
rnder 13 pieces per minute on test       0 

T\vo-trii> residence districts— 
18 pie<'es |ier mimite on test  12 
17 pie'-es per minute on test  11 
It) jiieces i)er minute on test  9 
15 pie<es per minute on test  7 
14 pieces per minute on test       5 
12 pieces per minute on test       2 
Cnder 12 i>ioces per minute on test       0 

Acc'uriite observiince of the worijing S(;lieduie by carriers, 12 points. To be 
iletermined 1).v weeicly periods for first trip in each month of the year. 

Wliere a carrier averages sdieduie leaving and returning on first trip for 
each \veel<ly iveriod lie siiall receive 12 points. 

For an average of each minute excess of tiie schedule as outlined aliove lie 
shall lose one-lialf of a i>oint. 

Accuracy In tiie distribution of mail l>y clerks, 12 points. 

Standard for maximum poiiUs, 90..50 |)er cent correct on ca.se examiimtion: 
i)9..50 per cent correct  12 
99 VM>r cent correct •  11 
08..5O j>er cent correct  10 
08 i>er cent correct  9 
07..")0 jier cent correct  7 
97 i)er cent correct  5 
96 per <-ent correct - 3 
95 per cent correct (but Qualifies)  0 

Perfection in all of the above subjects shall entitle an einployt>e to 50 points 
on efliciency, anil the net result wonlil give an employee an ethciency rating 
of 100. 

For example, should an employee's reconl and .service be sudi that it would 
earn hiin 13.80 i)oints for attendance, 11 points for adnptahiiity, 11 points for 
speed, 11 points for accuracy, the points earned for efliciency would l)e 47, or 
a sum total of 03.80 jioints, which would be the rating earned. 

All clerivs assigned to stations, except tho.se wlio are engage<l entirely in 
cage work, must be examined ou ilistrllnitlon and assigned to the distribu- 
tion of mail upon receipt of eai'h dispatdi. Cage clerks who perform no dls- 
tril)utlon shall be rated on speed and accuracy, in accordance with the superin- 
tendent's judgment and observation as to their al>llily to |)erforiii the liutles 
Assigned ttiem. 

LK Roy T. STKW^VBU, 
Svix'rintcndenI of DcHvcr;/. 

The pace set in the.se tests is beyond the physical and mental en- 
durance of an ordinary man. and if lived up to would result in the 
breaking down under the strain of any human bein<r. The tests 
could possibly lie made by a man of extraordinary ability and train- 
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inj^ for a period of 1 hour when a man is at his best. No ordinary 
man could stand the pace and maintain all the re(|iiirements set out 
in the rules and regulations covering these speed tests. The s,ysteni 
has a tendency to make mere machines of men and to destroy all 
initiative and to have them lose personal interest in their w ork. This 
system destroj's harmony of effort and cooperation between the offi- 
cials and the working forces and witii resultant harm to the public 
service. It seems to me to be poor policy on the part of the (lov- 
ernment to institute a system among its employees that takes away 
from them the incentive to take pride in their work. It is carrying 
the policy of economy to extremes and has the tendency to foster 
discontent and unrest among the men who do the real hard work. 

I will now cite a c(mdit!on that prevails in the postal service that 
to my mind is without justification or excuse. I have presented to 
the committee copies of tlie department's si>eed standard, which in 
themselves are worthy of the serious thought and consideration of 
the members of the committee. The strain incident to keeping up 
with this so-called standard of efficiency is heartln-eaking in the 
extreme, but the condition of the employees is aggravated by what 
is termed "the secret tests." Each carrier is subjected to this so- 
called speed test on one day of each month, the day and date l)eing 
unknown to the carrier and the testing being secretly made. The 
purpose of these seci-et speed tests is to keep all the men working at 
top si)eed mentally and physically every minute each day. as the 
carriers do not kn(!w what day they are l)eing tested. 

On the day a carrier is subjected to the tes^t. I have been inffirined. 
inspectors secretly count the pieces of mail of all 'lasses that the 
emjiloyee handles thut day. befoi-e the cari'ier receives his mail for 
routing. Several weeks after the.se secret tests ai-e made the employee 
receives a letter to the effect that he is " not working up to a standard 
satisfactory to the office." A conci.se statement is embotlied in the 
lettei'. showing the numliei' of ijieces of mail the carriei- bandied 
and how far he fell 1 elow the required standard. The counnunica- 
tion contains a statement to the effect that "it is hoped you will 
take such steps in the future to bring your work up to a .standard 
as not to make it necessary to write you agam C(mcerniuir it." 

I will leave to the judgment of the committee the class of inan 
and kind of mind that could conceive putting tliese secret te-ts into 
force and effect in order to ivcep men working under a (;oiistant mei»- 
tal a7ul physieal st'-ain. I also leave to your consideraticMi file sort 
of mental and physical condition a man of nervous temiierament 
will be in at the end of his ilay's work. When emjiloyees who are 
honest and upright and conscientious are subjected to this constant 
suspicion and continual driving, they can not do good work. They 
are re(|uired to keep up the tests regardless of whether the condi- 
tions are favorable or unfavoral)le. Inclement weather, snow. rain. 
or icy sidewalks, poor or irregular car service or fi-eezing cold cuts no 
figui'e when the secret tests are being made. Such a system can 
only result in breaking down the healtii of the employees who ai'e 
required to kee|i up with it or will i-esult in making mental wrecks 
of employees of a high-strung and nervous disposition. 

I have placed before you a statement of the facts gathered to- 
gether from the complaints of the letter carriers in all i)arts of the 
country and I appeal to you in their behalf to make a favorable report 
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on the Van Dyke or Tavenner l)ills. witli a leooniuiendatioii to the 
Congress that it be enacted into law. 

Mr. VAN DYKP:. With your permission, I would like to ask you a 
few questions relative to the Postal Service, because I have to attend 
another subcommittee meeting. I ask you these (juestions simply 
to clear up a condition of mind that seems to exist through the 
country. I have here tlie ICngineering Magazine for April, which 
goes on to give this bill and then says: 

.\ siiiiiliii- Itill iiitnxliKed li.v ('(iMf;ivssniiin Xaii I).vki' «i\ llic siiriie dny, ou 
.faiiuary 11. ]91(3, wimld imiliiliii nil time stuilies tlifouKliout iiiir entire Postal 
Service, in wiili'li the clcnifiit of tinu- is <if i(l)vioiis and tiui ijiMU'iitsil imiKjrtance. 

I do not take issue \\ ith tlie editor of this paper or magazine, for 
the simple reason tlitit I presume he does not know blue-tagged mail 
from any other kind, and does not know the difference between a 
two-trip|)er and a thrfe-trip])er. conseciiiently he is not in a position 
to speak with any authority ou the Postal Service. But you are hei-e 
representing an organization, which is a different thing. In that bill 
I have introduced an entirely different proposition from any that 
has ever been introduced here before, and that is when we make the 
statement, "or other tinie-measin-ing system," because in the Govern- 
ment service, especially in some cases, they do not have a stop watch, 
or other mechanical device, but they have a time-measuring system 
which is obnoxious, especially iu the Kailway Mail Service, and is it 
not your opinion, and I presume of all the others that will follow 
you, in regard to the Kailway Mail Service, the Postal Service, the 
carrier service—you represent the carriers? 

Mr. CANTWEU.. The city letter carriers. 
Mr. VAN DYKE. Ry (piestioning ti previous witness I find that there 

are 35,000 men in all the arsenals and na\y yards who might come 
under this Taylor system if it were in vogue. As a matter of fact, 
it has been my experience in the .service that they already have a 
time-measuring system in the Postal Service.   Is not that correct? 

Mr. CANTWELL. Well, they have what  
Mr. VAN DYKE. In your service have you a pedometer, for in- 

stance? 
Mr. CANTWEI.L. That system has not been in effect generally in 

our service. 
Mr. VAN DYKE. I do not mean, you understand, Mr. Cantwell, 

the Taylor system, or I do not mean any named system, but I mean 
a time-measuring system of some kind or other iu the Postal Service. 

Mr. CANTWELL. They are trying to install it. They have not got 
it in effect yet. 

Mr. VAN DYKE. But they have used iu the past such a thing as a 
pedometer on the leg of a carrier when he is started out on his 
route ? 

Mr. CANTWELL. Yes: they have. 
Mr. VAN DYKE. See if I am right in these figures. They have 

125,000 postal employees in the cotnitry? 
Mr. CANTWELL. Yes: in all branches of the service except post- 

masters. 
Mr. KEATING. Do they put tiiese time-measuring devices on the 

legs of postmasters? 
Mr. CANTWELL. XO: I have not heard of any. Mr. Chairman. 
Mr. VAN DYKE. The point I want to get at is simply this. We 

have heard here for several days a gi-eat number of eminent men 
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throughout the country, among them a gentleman whose name ap- 
pears here in tliis paper, by the name of Henry R. Towne, who 
admitted that if there were abuses in the Postal Service of this 
country such as I have stated that they should be rectified. Now, it 
seems to me, and I just wanted to know your opinion on this subject, 
•whethei- or not the abuses which are in the service, and the systems 
which tliey are inaugurating at the present time throughout the 
country in the Postal System are not of siilHcient danger to the 
welfare of the employees, so that a bill of this kind shoidd be passed 
in order to rectify that condition? 

Mr. CAXTAVKLL. They uniiuestionably are, and they are becoming 
more aggravated every day. 

Mr. V'^AN DvKE. They have talked entirely, so far, upon ar.senals 
and navy yards, which contain 35,000 employees. Here we have 
another branch Avith 125,000 directly affected, that they have not 
talked of to any great extent, and the bill, as I imderstand it, deals 
entirely with Government employees. There is no other branch of 
the (lovernment service, or of private endeavor on earth, is there, 
that uses postal employees ? 

Mr. CANTWELL. NO. 
Mr. VAN DYKE. It is a matter entirely of governmentsil regu- 

lation ? 
Mr. CANTWELL. It is a Government monopoly, and the knowledge 

of the employee, no matter how valuable he might be, or how expert 
he might become in the Postal Service, can not be sold in any other 
direction. 

Mr. A'AN DVKK. Then, as a n»atter of fact, a bill of this kiml has 
nothing to do with private emploj^ers at all, but simply corrects 
abuses which are prevalent within the Postal Service? 

Mr. CANTWELL. That is all; and that, I take it, the bill intends 
to do. 

Mr. NOLAN. HOW long have those secret speed tests been in effect? 
Mr. CANTWELL. Well, I could not tell that, Mr. Nolan. The 

information that I have given you here has been received from time 
to time from the employees in the different parts of the country. 

Mr. NOLAN. HOW long is it since you first heard of them—the 
secret tests? 

Mr. CANTWELL. Well, I am not sure about that, but 1 think it was 
in January.    I have the correspondence in my office. 

Mr. NOLAN. What I want to get at is whether it was re<^ently, or 
does it pass over a period of years? 

Mr. CANTAVELL. Oh, no. They only started to put these tests into 
effect—this so-called efficiency .system—a year ago la.st Februaiy. 

Mr. NOLAN. The reason I asked that question was that I wanted 
to know if it had been in operation for any considerable number of 
years, and what effect it had. The very fact of it not having been 
in effect for a great many years is a reason why the effect of it on 
the carriers is not shown as A'et? 

Mr. CANTWELL. NO; it has not shown as yet. 
Mr. NOLAN. AVhat is your impression as to its effect, being applied 

over a period of four or five years, on the letter carriers generally 
throughout this country? 

Mr. CANTWELL. Well, it would affect the personnel of the service, 
in my opinion, every  12 months.    No man  could  live  under the 
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strain. The discipline in the Postal Service is peculiar unto itself. 
When a man enters the ser\ice as a substitute employee he must 
measure up to the standard required of him. If, for instance, he is 
assigned two days or three days a week to different districts, and it is 
found that he can not measure up to the standard that is required 
of him—in other words, that he can not cover the district in schedule 
time—without furthei' ado he is dropped from the service, because 
his probationary period not only extends over his substitute service, 
which may cover from thiee to fi\e years, but he does not receive a 
regular appointment until si.\ mouths after he has got a regulai- job, 
and that may be five years after the time tliat he is first appomted. 

Mr. NOLAN. There is another (|uestion I wanteil to ask jou about 
that. If this thing is carried out and allowed to c'ontiuue, at what 
age do you think the average letter carried would be droppetl from 
the serviced In other Avords, at what age would a nuin feel its effects 
and not be able to keep up sufficiently to meet the leiiuirements of 
the Postal Service ? 

Mr. CANTWKLL. That would all depend upon tlie temperament of 
the man. 

Ml-. XoLAN. The intent of the question was to take the average 
man, not the exceptional man who would be able to last a long time, 
or the man that might droj) out at the earliest possible moment, but 
at what period of life, in your estimation, would the average man be 
forced out of the service? 

Mr. CANTWKLL. If he was not confined in the lunatic asylum from 
the effect of the system, he would be an old man before he was 30, 
unless you would get some i)lacid fellow whom nothing would bother, 
but they do not make good post-office men. It requires a man who 
takes perscnal pride and interest in his work to make a successful 
letter carrier. lie is meeting the public. You know yourself that 
if your letter carrier comes along in the morning, and he has a letter 
for you, and he has got a pleasant look or a pleasant word, or gives 
you a little piece of gossip, you naturally form a sort of affection for 
him. Now, if he comes along with a grouch on. the children do not 
want to speak to him, the women folks in the house do not care to 
go to the door to meet him. and you hear of these things after you 
come frcmi yriir work, and y*)U commence to feel that that fellow 
should not i)e carrying mail around, and he does not last. He has 
got to adapt him.self to the service. 

Mr. NOLAN. A man does not last very long in the Postal Service 
in any department after complaints are made against him, anyway, 
does he? 

Mr. ('ANTWKLL. NO; he must answer officially every complaint that 
is made against him. and if it is found that he is unfit for delivery 
work, they tran.sfer him to collection work, and if he does not make 
good there, he is dropped out of the service. It is my opinion that 
if 3'ou were to make inquiry of the Civil Service Commissicm you 
would find that the personnel <>f the Postal Service changes at least 
every 10 years now. 

Mr. KEATINO. YOU mean by that that there is a complete turning 
over ..» 

Mr. CANTWKLL. A comjiletc turning over.   I will venture the opin- 
ion that there is a turnover everv seven years. 
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Mr. KEATING. TO what do you attribute that? 
Mr. CANTWEIX. Well, to tlie discipline in the service, and to the 

fact that when the men enter the sei rice they find it is something 
different than they had bargained for. They go into the .service on 
the statements that they either read or hear of its being a good job. 
A young feUow tliat is not long out of school, working in a factory or 
office, with no immediate prospects of going ahead, thinks $100 a 
month is a good job. so he takes the examination, and if he is siic- 
ce.ssful he receives an appointment. Well, he finds out that he does 
not receive a regular ap[)ointment at all. He is appointed as a sub- 
stitute, and it is my information that 50 per cent of them resign 
within the first six mimths, out of sheer disappointment and disgust, 
when they find out what they are really up against. 

Mr. Xor^\N. Now, this $1,200 salary does not apply to all of the 
offices in the United States? 

Mr. CANTWEI.I.. It is the highest grade thsit >\ letter carrier can 
receive in the first-cla.ss offices, and it takes a carrier, on an average, 
nine years, with a pei'fcct record, before he can reach that grade, 
lender the most favorable circumstances his average pcricd or time 
is nine years before he reaches the maximum grade of $1,200. 

Mr. NOLAN. What is the maximiun in second-cln.ss post offices? 
Mr. CA.NTWKI,!.. In second-class offices it is $1,100. 
Mr. NOLAN. IS thei-e another salary limit in third-class offices for 

letter carriers^ 
Mr. (\'.NTwi:iL. $1,100 is the maximum that a carrier in a second- 

cla.ss office can get. 
Mr. XoLAN. is there a third-class office in the cities? 
Mr. CANTWKI,!,. No; I do not think sf>; and if there is, there would 

not be any other grade for them. 
Mr. KEATING. Thank you, very much, Mr. Cantwell. 
Mr. CANTWELL. I want to thank the conunittee for this opportunity 

of presenting this statement here to them. 

STATEMENT OF MR. FRANK T. ROGERS, PRESIDENT OF THE 
UNITED NATIONAL ASSOCIATION OF POST-OFFICE CLERKS, 
CHICAGO, ILL. 

Mr. l{(KiEits. Mr. Chairman and gentlemn of the committee, I am 
president of the United National A.s,s(:ciation of Po.'it Office Clerks, 
i-epre.seuting more tliim '28,000 ])(>st-office clerks in the firet and second 
class post < ffices of the United States. I nm liere to advocate favor- 
able acti(m by your conunittee on the bill, II. R. 86().5. introduced by 
Kepresentatixe Tavenner oti January 1, lOlfi, entitled "A bill to 
regulate the method of directing the woik of Government employees." 
The member.ship of the as.sociation that I have the honor to reT)resent 
is heartily in favor of this pi'oposcd Icgisliitiou. the purpose ot which 
is to make it luilawfiil. to uinke or cause to make, with a stop watch 
or any other time-measuring system, a time studv of nny job of any 
employee of (he United Stales (loxernmeut, for the |)uri)ose of fixing 
a stnndard of seivice rerpiiiemeuts for said employees. 

I wish to bring to the attention of the committee a resolution pro- 
testing against the introduction of the stop-watch or "speed-up" 
.sy-stem in the I*o.stal Service, which was unanimously adopted by the 
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sixteenth annual convention of our association, held at Los Angeles, 
Cal., Se|)tember 6 to 9, inclusive, 1915.   The resolution is as follows: 

Whereas tlie post-odice clerks of the <Mniiiti'y hiive been jD'eiitly ilisturbeU be- 
(•au.se of tlie introduction of so-called efticieiicy systems in various first and 
second class post oflices, which are based almost entirely upon speed tests as 
measured by the stop watch: and 

Whereas these ret'ently adopted speed-test systems have never been recog- 
nized in any olBcially promulgated order of the department; and 

Whereas tlio Itailway Mail Service, as the result of a disastrous experiment 
with the speed-up system has seen fit to offlcially abandon the same; be it 

Resolved, That the U. N. A. P. O. C, in sixteenth annual convention assem- 
bled, does earnestly iietition the Bureau of tlie I'irst Assistant Tostmaster 
Geii(>ral to eliminate the so-called si)ee<I-up system from the now efficiency sys- 
tem which is in course of construction for the guidance of post-ofTice clerks. 

Because of tlie feeling of discontent prevailing in the Postal Serv- 
ice due to the gradual but persistent introduction of the stop watch, 
I had occasion to dwell upon this stibject in the report which I stib- 
mitted to our sixteenth annual convention, held at Los Angeles, Sep- 
tember 0 to 9, inclusive, 1915, and I wish to direct the attention of the 
committee to that part of my report dealing with this important 
subject, to the following effect: 

Ediciency in tlie Postal Service is something that our association has always 
stood for. We have overlooked no opportunity to proclaim devotion of our 
association  and   its  members  to  the  highest   ideals  of  service. 

We believe the average American citizen is a believer in efticient service. We 
believe tliat on the average he may be depended upon to have a conscientious 
sense of loyalty to his employer, whoever that employer miglit be. either the 
Government or private individual. But of late years the term " efficiency" 
has come to mean something else to post-office employees. 

As a result of modern conditions, the word " efficiency " has wrongfully come 
to be iiccepted as synonymous with the " stop watch "' and the " Tayhu- system." 

For a number of years tiie employees of the Uailway Muil Service liave been 
agitated and disturbed to the ijoiiit where real efficiency l)ecame a .ioke. because 
of the introduction of the stop watch and spee<l tests in tliat branch of the 
service. To such an extent did the discontent prevail and so complete was the 
resulting disorganization that those in charge of the Uailway Mail Service 
recently Issuetl an order discontinuing the sjieed test and the use of the stop 
watch as measures of the ca[)acity and efficiency of Its employees. It Is to be 
hoped that Ihe lessons learned in the Railway Mall Service will be of profit 
to those in cliurge of the post-ofllce clerks in first and second class post offices. 

Already there are numerous signs that the wave of efficiency madness which 
swei)t the country is recerling and rlial conunon-sense nietiiods are again being 
restoretl. It must be recognized that men can not be reduced to mere automa- 
tons. The nearer they upproadi the automaton, the greater the reaction nat- 
urally is against the system wliich accomplished the result. 

The first efficiency system to be eslablislicd in the Postal Service, In so far 
as is known, was introduced by the then First Assistant Postmaster General In 
November, lOiKS. The pm-pose of its pronnilgatlou was to secure something ap- 
proaching uniform conditions atid practices in the first and second class post 
offices of the country and to make it more [wssible to properly administer the 
salary cla.ssiflcation law which was enacted in 1907. 

Naturally, exiierience develojied the necessity for changes from time to time 
in the system as promulgated In 1908. 

However, the system In the main stands as the only efficiency system recog- 
uled by the department. While there have been objections voiced by our 
association, from time to time, as to certain features of the .system of 1908, it Is 
recognized tliat in the main it is founded upon ideas that might be practicable 
In operation. 

By way of correcting sudi errors as were discovered In the original system 
the department announced more than a year ago that a commission was at 
work to revise the efficiency sy.stem. 

Up to tlie time that this reiiort is prepared the findings of the commission 
have not been made known. 
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It Is to lie euniestl.v hojieil that \\lieii the new sjsteiu is i)ul)llshe<l it will take 
lieetl of the example set l\v the Kailway Mail Service and discard entirely the 
Qteed test. 

At the last sesslim of Congress Ie;;islation was enaoteil s|)e<'ifically prohibit- 
ing the use of the stop watch or otlier tinie-uieasurinn device as aids to the 
determination of elti<icticy in the navy yards and arsenals of this country. To 
such an extent had the so-called Taylor system and the use of the stop watch 
been employed in these institutions that there was open rebellion. The fact 
that the Congress of the Uidted States adopted legislation placing restrictions 
upon an admlnl.strative brandi of the Govermnent shows how serlou.sly Congress 
views the situation. 

No reasoning nian can say that there Is any more cause why the principles 
of the Taylor system or the u.se of the .stop watch should be introduced Into the 
Postal Service than into the arsenals and navy yards of the country. 

The fact that Congress, by direct action, demanded that the use of these 
Instruments be done away with in the navy yards and arsenals, should be 
seriously hee<led by tho.se local supervisory officers in the Postal Service who, 
through a sense of mistaken zeal, would endeavor to introduce the same methods 
Into the Postal Service. 

Already there is so nnicli alarm felt In the Postal Service because of the In- 
sidious introduction of the.se systems that Senator Horab. of Idaho, on Febru- 
ary 11, lOl.'i, gave notice to the Senate of the i'niied States that it was his 
Intention to propo.se as an amendment to the Post ()tlice approjiriation bill, 
when It should be under consiileiatlnM. the following jiroiio.sed amendment: 

"Provided, That no part of the apiiropriation made liy this bill slmll be avail- 
able for the salaries or pay of any otticial. suiH>rinteiulent. foreman, or other 
person having charge of the worli of any employees of the Postal Service who 
makes or causes to be nutde with a stop-watch or other time-measuring device 
a time study of the movements of any such emi)loyee, or who tises the results 
of records obtained ijy a stop-watch or time-measuring device in determining 
what amount of labor is to be done in a given time by such employee." 

rnfortunately. Senator Borah was ill at the time the Post Olflce appropria- 
tion bill was under consideration in the Senate. Had lie been jiresent I have 
no doubt that the Senate, following its prece<lent in adopting similar resolu- 
tions concerinng tlie luivy yards and arsenals of the country, would have 
adoptetl his jiroposoed amendment. 

Notwithstanding the fai-t lliat the etilciency system which the department 
jjronmlgated in IfKIS stands as the only authentic one wiiich post-oHice clerks 
are Ruppose<l to recognize, it is a matter of common knowledge that in some 
of the larger cities of the country local so-called efHcieucy systems have been 
put Into elVect and are In operation. It Is true tliat these local systems, 
apparently lutrtMluced without the sanction of the department, are being usetl 
to determine the status of post-ofllce clerks and frequently result In their de- 
motion. It Is also true that tliese systems which are causing alarm among 
post-offlce clerks are based almost entirely upon the element of speed. 

It seems that the only lasting protection which tlie post-office clerks can have 
against the Introduction of these local, unauthorized systems Is through the 
enactment of legislation such as was contemplated by Senator Borah In his 
proposed amendment of last year. 

.\s an example of what conditions result from the establishment of local 
unauthorizeti so-called efficiency systems, let me recite a possible clrcinustance. 
To-day the department recognizes a case examination record of 95 i)er cent 
with 16 cards thrown per minute as satisfactory evidence of elticlency. 

Under a local system which has been brought forcefully to my attention, It 
would be possible for a clerk attaining tlds record and having in addition 
thereto a perfect record of adaptability, and without a single demerit, to be 
given such a miserable final average as to compel his reduction in salary. The 
ml.serable average attained wotthl be due entirely to the lack of credits im- 
pose<l by virtiire of the spee<l element of the local system In question. Yet 
the department offlcially ordered that credits l)e abandoned. I cite this circum- 
stance as an Instance of how completely the department's general etilciency 
system Is being disregarded. 

I am told that the commission appointed by the First A.ssistant Postmaster 
General to perfect the new efficiency system of the department will bo ready 
to report in the very near future. 

By the way of paraphrasing, let me exclaim. " Oh. efficiency! What 
sins are committed in thy name! " 
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Efticioncv in tlit- Postal .Servire is w)iiietliirig tliat our association 
lias alwavs ptcxd for. We have overlcokeil no opportunity to pro- 
cluiiM the devotion of our association to the highest ideals <:f service. 

We lielieve that the average American <itizen is a believer in effi- 
cient ser\ict'. We helieve that, on the average, he nuiy he depended 
upon to have a conscientious sense of loyalty to his employer, who- 
e.\er that emjiioyer might he. either the (Joveinment or a private in- 
dividual. 

But of late years the term "efficiency"' has come to mean .some- 
thing else to the man who toils. 

To-day there is abroad in our land a faii-sizetl army of gentle- 
men supposed to be possessed of nimble wits, and sujiposed to be 
possessed of stony hearts, who have seized u])on the madness of the 
times to cou])le up their names with such high-sounding titles as 
"efficiency engincei's." "scientific managei-s."" etc. 

Some day. when the normal is again resumed and sanity in the 
industrial and business world restored these gentlemen, living at the 
present time on fancy sahu'ies becaiuse of their supposed ability to 
fatten the earning cajiacity of various institutions, will be looked 
upon and recognized for what they really are—not " efficiency ex- 
])ei-t.s" but. if the phrase may be employed, "efficiency dilettantes." 

.\s a restdt of their wiles sound-headed and whole-hearted business 
men have temjiorarily come to believe that the sound jirincipies which 
they heretofore em[)l(»yed in measuring the woilh of a man's services 
were all wrong. AA'e have come to hear much of the so-called "Tay- 
lor efficiency .system"' which has been ai>plied in numerous private 
industries, and, in varying forms, has come to be saddled upon some 
of the deiiartnients of the (xovernment. And why has it come to be 
saddled upon the (iovernment^ This question has been answered by 
qualified critics of these extravagant efficiency notions, who have 
(lointed out that in large institutions there is always a percentage of 
conscienceless and ambitious men who are willing to rise to places 
of personal advantage by permitting themselves to be the instruments 
of hammering down the hatches and nailing the doors of hope in 
the faces of the masses of honest-intentioned and capable fellow em- 
ployees. 

To such an extent has the so-called Taylor system, which fii-st 
introduced the stop watch in the hands of a sn])ei'\ isor to compel the 
maximum degree of continued exertion of emidoyecs. been employed 
in some of the depai-tments of the (Joveniment ser\ ice that Congress 
itself was compelled to take cognisance of the situation. In the last 
session of Congre:* amendments were adojjted to both the Army and 
Xavy appnijiriation bills which prohibit in Hjiecilic terms the further 
use of a sto]> watch or other time-measuring device or time study of 
the work of any eniidoyee engaged in civil occupations in certain 
branches of the Army and Xavy Departments. 

The debate which jueceded the adoption by Congiess of these 
amendments, aimed at the prevention of these " killing systems," was 
indeed illuminating. .Many pages might be filled were we to attempt 
to quote in full all of the opinions of the various Rei)resentatives and 
Senatoi-s w ho addres.sed the Congress on the subject. From such an 
;'ckn<iwledge(l cfjiiservative as Senator I>odge. of Massachusetts, ad- 
dressing the Senate njion this subject. I wish to <|iiote the following 
.statement: 
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The one object of the tluie uieasure is to produce speeil. Now si)eed is not 
the only tiling that the (iovernnieut or any other employer or niaunfacturer is 
seeking for. Thei-e is soniethin;! more Important than speed, and that is quality. 
Speed has nothing to do with quality. Owing to great inventions of our time, 
owing to steam and electricity, wo have carried speed to such an extent in all 
of our niantifnctures that certainly in many cases the product has deteriorated 
in quality as it has advanced in quantity and rapidity of prfxJuctlon. 

The stop watch and the time moasin-c can toll you nothing whatever about 
quality. It may be a basis of fixing wages or anything else, but the only thing 
we can possibly tell by time is speed. We all associate a stop watch with its 
use for racing horses. I dare say it is used now for racing automobiles, but 
not by a man buying horses for his ordinary use. Jn the days before automo- 
biles I used to own horses and be >ory fond of them and drove thom a great 
deal, but I never put a stop watch on a horse I was going to buy, I wantetl to 
know his qualities; I wanted to try him; but I was not going to buy a horse 
to use on the track, and therefore I had no use for the stop watch. They use a 
stop watch to test a horse that is going on the track to race in the Derby, for 
instance, or in any of our groat races. It is of the utmost importance to know 
what the horse can do on the furlong, or on the quarter mile or on the half 
mile, but It does not tell the story- of his quality. It will tell the story of speed 
and the qualities necessary to speed, but there are many qualities it does not 
tell. 

Now, to put the stop watch on human beings may tell how fast they can 
work, but it can tell nothing of the quality of their work. Nor how long they 
may work. A horse may be very good for a short spurt and absolutely worth- 
less for a 4-mile race. It is a poor test. It is a promoter of the idea that the 
one thing to do is to turn out just as nnicli as we can Just as far as wo can. 
That has gone through everything in this periixl of ours. It has doti'riorated 
style, it has deteriorated literature, it has deteriorated art. It is dolorioratinv: 
manufacture. 

I do not believe, Mr. i'luiirman. In standing over men witli stop watches to 
see how far they can go unilor pressing hi securing speed in i)erforming a given 
piece of work. The very fact of a stop watch Implies strain on every faculty, 
on every physical jKiwer, driving tlie heart and lungs and every muscle to the 
utmost iwssihle point. 

In the days of slavery it was said there was one sdiooi of slave owners who 
belleve«l it was more profitable to work the slaves to the last i)ossible iKilnt and 
let them die than to try and care for them when they were ill and work them 
reasonable hours and treat them without a stoj) watch. Those who holievod in 
working them to death. I imagine, were a very small and merciless minority, 
but there is always that dispo.sltion. 

I am a thorough believer In the best man getting the best wage and the hard- 
working man getting what his hard work deserves. I have no desire to see 
tlie thriftless and idle paid as well as the indtistrlous, • steady, and hard- 
working men, but I do not liclieve anything is gained for the (Jovernment or 
for anybody else in standing over a man with a stop watch to see whether under 
pressure he can do a certain pitn-e of work in a given time. I do not believe it 
Is sound economy. 

I quote this extract from the remarks of Senator Lodge because of 
his known conservatism and becaii.se he will not be accused of letting 
his sympathy run away with his judgment. I could quote from the 
speeches of other Senators decidedly more radical in their objections 
to the continued introduction of stop watches and other time-measur- 
ing devices into the Government service. 

While this particular debate in Congress had to do with conditions 
in certain departments of the Army and Navy, there are plenty of 
signs pointing to the incontrovertible fact that these same systems 
of men-destroying speed mania are being further introduced into the 
Postal Service. Such threatening proportions have the conditicms in 
the Postal Service assumed that Senator Borah, of Idaho, was com- 
pelled to take cognizance of the situation. On February 11, 191."), 
he gave notice in the Senate of the United States that it was his inten- 
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tion to propose as an amendment of the Post Office appropriation bill 
when it should be under consideration, the following: 

Provided. That no part of tlie appropriations inaile in this Ijill shail be 
available for the salaries or pay of any oflicial, sui)erintendent, foreman, or 
other person having charge of the worlc of any employee of the Postal Service 
who makes or causes to be made with a stop watch or other time-measuring 
device a time study of the movements of any sucli employee, or who uses the 
results of records obtained by a stop wateii or time-measuring devicv in deter- 
mining what amount of labor is to be done in a given time by such employee. 

When the Post Office appropriation bill was under consideration 
in the Senate, Senator Borah was compelled to be absent from the 
Senate Chamber because of an acute attack of illness. Had he been 
present he would have mged upon the Senate the adoption of this 
amendment, and in view of the fact that the Congress had already 
adopted similar amendments applying to the War Department and 
Navy Department, it is fair to assume that the amendment of Sena- 
tor Borah would have become law. 

In the face of this aroused public sentiment, it would seem that 
those postal officials who have given themselves over to the madness 
of imposing their speed mania upon the employees would give heed. 

The fii.st efficiency system introduced into the Postal Service was 
promulgated by the then First Assistant Postmaster (xeneral, C. P. 
Grandfielil, under date of November 23, li)08. The efficiency system 
then promulgated was to govern promotions tmder the i)rovisions 
of the classification law of 1907. 

This system as then promulgated is still in vogue in all of its essen- 
tials in so far as any general order issued by the department to the 
contrary is concerned. 

It is interesting to note that this efficiency system promulgated in 
1908 and still officially recognized by the department, provided among 
other things for the exammation of employees engaged in the dis- 
tribution (jf mail. It exacted a record of 95 per cent correct, and it 
recognized as a standard an average of 16 cards thrown correctly 
per minute. 

Within the last year supervisory officers in certain of our post 
offices have put into effect efficiency s}'stems wholly at variance with 
the system promulgated by the department and which exact condi- 
tions never dreamed of by the experts who framed and put into 
effect the system inaugurated by the department. The stop-watch 
idea is being ])ut into effect in some post offices with a vengance. 
Imagine a condition now prevailing, to some extent, of demanding 
45 cards correctly thrown per minute. Compare that with the 
standard recognized in the first instance. 

The pre.sent administration of the Postal Service has set for itself 
as one of its highest ideals the task of standardizing postal methods 
throughout the Postal Service. To this end. various commissions 
have been visiting the different post offices of the country. It is said 
that one who served on a number of these commisisons. evidently 
being a gentleman possessed of some humor, remarked that the 
next task confronting the administration would be to standardize 
the .standardizing committees. It is presumed he meant to imply 
that even the standardization committees differ as to standards. 

I submit that the department in the interest of real efficiency and 
standardization, an end should be put to the indiscriminate establish- 
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ment of local systems of efficiency wholly in conflict with what the 
clerks have been taught to believe is the standard set by the depart- 
ment in 1908 and never officially repealed. 

It is known that the department has had under earnest considera- 
tion for upward of a year the creation of an entirely new efficiency 
system, which, however, is to be imiform in its application to offices 
where like conditions prevail. Let us hope that the day will be 
speeded when this system will be put into effect, for certainly it is 
bound to be an improvement on the excesses which are now being 
practiced in certain offices by overzealous local supervisory officers 
who have only in mind the thought of making a record for them- 
.=el\es, without any true conception of the true value of conserving 
to the Postal Service the talents and the unpurchasable element of 
the good will of the employees, which is an element of efficiency 
which can not be measured by any known system. Let the day be 
speeded when greater personal responsibility for the performance of 
their duty by employees under them will be rested on the shoulders of 
truly competent supervising officers. 

oil. how truly has it been said that"' when fatigue sets in efficiency 
ends." If the "efficiency dilettantes" of the Postal Service can but 
comprehend this gi-eat truth, they will have recognized the truest 
principles of real efficiency. 

In conclusion, let me again direct the attention of this committee 
to the fact that the " speed test" was given a thorough trial in the 
Railway Mail Service and had to be abandoned. 

By an order, effective May 25, 1915, signed by Mr. J. P. Johnston, 
the general superintendent of the Railway Mail Service, the " speed 
test" w as officially rejected. 

This order of the general superintendent Avas issued following a 
unanimous recommentlation made by all of the division superin- 
tendents of the Railway Mail Service. The division superintendents 
in conference adopted a resolution advising that for service reasons 
the " speed test" be discontinued. 

One of the division superintendents who participated in this con- 
ference made the following statement: 

After considering the question tliorouRliIy, we tlecictol timt it was for the 
best interests not onlj- of the service, Imt of the clerks us well, that the si)eed 
tests be nbolishe<l as a. fiart of our etlicicncy ratinj; system. 

There are two reiisons for tliis. Tlie first is that tlie speed test is extremely 
(liflirult to Mppl.v. so that the basic prin.iple involved in it could not be applied 
witli fairness and justice either to the clerks or to the service. 

The second reason for the action taken by the superintendents is that thi.s 
test could not lie so administered as to get from It a true rating, so far as the 
efficiency of any of the clerks Is concerned. 

Notwithstanding this sad experience that the Railway Mail Ser- 
vice had with the " speed up " system, other branches of the Postal 
Service continue to employ the same. 

Not only are clerks engaged in the distrilnition of mail timed with 
a stop watch, but employees in the money-order and registry de- 
partments are likewise being subjected to such watch timing. 

This is jiarticularly true in the money-order divisions of the larger 
post offices where in recent years labor-saving machines have rapidly 
been installed. Clerks in these divisions whose duty it is to operate 
adding machines and recording instruments of various kinds have 
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been " speeded up " to the point where nervous prostration and com- 
plete disability have followed. 

We are living in an age when we hear much of conservation of the 
natui-al resources of our country, and I submit that it is high time 
that more thought and attention should be given to the greatest of 
all of our natural resources, namely, the preservation of the strength 
and life of the great masses of our people who have to toil. 

I desire to submit for the record an extract from a memorial to 
the Postmaster General submitted at the request of the sixteenth 
annual convention of our association, held at Los Angeles, Cal., from 
September 6 to 9, inclusive, of this past year, which reads as follows: 

EFFICIENCY   BEC0KD8. 

The subject of efliciency records receivetl coiisiOeruble ntteiitioii from the delo- 
gates attending our convention. 

It Is understood tliat the ilepartiuent has a comnitsslon at worlv revising the 
existing efliciency system. Tliere was protest on the part of the delegates 
attending the convention that too luucli weight is being given to the element of 
" speed tests " covering short periods. 

We beg to direct the attention of tlie dei)artment to the experience of the 
Hallway Mail Service with tlie so-ciille<l sjieed tests. The dissatisfaction of the 
employees because of its introduction in the Hallway Mall Service is a matter 
of history. That the so-culled speed system is not practical and does not make 
for increased efficiency was acknowle<Igcd when the Second Assistant Post- 
master General, upon the advice and recommendation of tlie 1.5 division super- 
intendents of the Railway Mail Service, definitely abandonetl the si)eed tests. 

We hope that the experience of the Railway Slali Service will prove sufficient 
to prevent further attempts to introduce this obnoxious system into our post 
offices. 

The attention of the department is invited to the fact that in a numl)er of 
post offices local efliciency systems havt- been put into effect which are wholl.v 
and completely at variance, with the recognized .system which the department 
])romul}rnted in VMH. In .some of thfsc oltices where local systems have been 
adopted they have been based almost entirely upon the taking of speed tests. 

We earnestly petition the department to issue an order to all postmasters 
that these local systems of efficiency must be abandoned pending the time that 
the department is prepared to promulgate the new system of efliciency upon 
which it has been at work for some time. 

If the practice of establishing local efficiency systems Is permitted to grow, 
chaos in the service must be the natural result. 

The attention of the department is invited to the fact that Congress last year 
adopted amendments to both the Navy and the Army appropriation bills si)e- 
clflcally prohibiting the use of a stop watch or other time-measuring device in 
connection with efficiency systems. It is reasonable to suppose that the will 
of Congress, as registered in connection with the employees of the Army and 
Navy Departments, is exactly the same as it would be toward the conditions of 
employment of post office employees. 

I just want to say this, in conclusion, Mr. Chairman and gentlemen 
of the committee, that I am glad to have had the opportunity to 
have sat in this committee room and listened to many of the wit- 
nesses who have testified heretofore. If I have entertained these 
opinions before this evidence has been taken, I am all the more 
strongly intrenched in the belief that I have entertained as the result 
of the testimony that has been offered here, because I think it has 
been shown by the que.stions propounded by the various members ol 
the committee that there is the widest difference of opinion as 
between the experts as to what does constitute scientific management. 
We all Icnow what happens to the patient when the doctors disagree, 
and we have often heard of the patient who was operated upon. We 
have heard the verdict come from the hospital that the patient died, 
yes; but the operation had been very successful. 
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STATEMENT OF ME. THOMAS F. FLAHERTY, SECRETAEY AND 
TEEASURER OF THE NATIONAL FEDERATION OF POST OFFICE 
CLERKS, WASHINGTON, D. C. 

Mr. I'LAHERTT. I was particularly pleased the other day to hear 
sucli authorities as Mr. Henry S. Towne and Mr. Emery, represent- 
ing, as I believe they do, the sentiments of the business men and the 
manufacturers generally, say that they were opposed to any abuse 
of the stop watch. Tliey conceded that th3 stop watch was an element 
in the so-called scientific management, in which they were interested, 
but it was only one of the elements that went to make up that scien- 
tifiic management, and they conceded that if it was being abused 
in any way, particularly in the Government service, that they would 
stand witli the forces who are attempting to have that abuse rectified. 
I know that we postal employees who are concerned with the enact- 
ment of legislation such as is contemplated in the Tavenner bill and 
the Van Dyke bill, have the unqualified support of the orgazined- 
labor movement, and if we can also have the suppoit of these ele- 
ments who have heretofore not shown any inclination to act in this 
direction. I am quite sure the abuses that the preceding speakers 
complained of will soon be redressed. 

This use of the stop watch in the Postal Service is, I think, as 
applied to post-office distributors, particularly reprehensible, be- 
cause they have what is known as an observed test and an unobserved 
test. That is, the foreman places before the distributor a certain 
amount of mail, stands besiae him with a watch in hand, and tells 
him, by implication at any rate, to distribute that mail as rapidly as 
he can, and the worker forthwith obeys. At some subsequent period 
imknown to the distributor an unobserved test is taken, possibly from 
some secret vantage point, taken possibly from one of the overhead 
inspectors' galleries that grace—or, rather, disgrace—every large 
office in this country. The results of these two tests are shown to the 
worker, usually to his disadvantage, and he is asked why is it he can 
distribute so many letters when he is observed and on the unob- 
served test he falls below that standard. There seems to be the 
impression abroad in tlie service that some of these unobserved tests 
are never taken; that the supervising official arbitrarily comes to the 
conclusion that the man when he is not being timed is not working 
up to the time that he was during the five minutes that he was timed, 
and confronts him with spurious evidence, to the worker's discom- 
fort, of course. It is particularly reprehensible, I believe, to take 
a test on a man distributing mail, for this reason: Mail is not uni- 
form. One may have an armful of mail, all typewritten, all the let- 
ters, or some of them, going to one carrier, going to one block, 
bu.sincss letters. Again, under another test, the letters may all be 
written in longhand; they may be what we call foreign mail, mail 
going to countries in southern Europe, mail that is hardly legible, 
mail that can scarcely be deciphered better than at the rate of one 
or two. possibly, to a minute, and to take a time test of a man from 
a secret point of vantage far removed, when the watcher could not 
possibly tell the character of the mail, is, in my judgement, inhumane 
and unjust. 



262      METHOD OF DIRECTING WORK OF GOVERNMENT EMPLOYEES. 

The National Federation (if Pest Office (Klerks, at its convention in San Fran- 
cisco, adoptefl niiniiinioiisl.v this i-esolution: 
Whereas a system of timing clerks to ileteriiiiiie tlieir speed at distriliufliij; mail 

is in many post oflices; and 
Whereas this system is niijust ami unfair and detrimental to the wurkers' wel- 

fare and tlie eiriciency of tlie service: Therefore he it 
Resolved, Tluit we. the National Federation of Post Oflice Clerks, in conven- 

tion asseinhle<l. protest asainst this inhumane method of determining an em- 
ployee's fitness and capahilities; and be it further 

RrnDlrcd. Tliat our otiicers present this protest to tlie department In the 
strongest iwssible manner. 

Under date of October 1(>. 1915. the executive committee of the 
National Federation of Post Office Clerks tninsmitted to the Post- 
master General this protest: 

We voice mir emphatic olijeotion to the ii.'se of tinilnff or cl<Mk devices to de- 
termine the speed at wliicli a postal employee must work. The installation of 
such a system is a ^rratiiitous alTronl to the sui^ervisory ofHi'ials. who have 
heretofore manasred the f(a'ces under thein suftlclently well to insure the exije- 
ditious dispatcli of the mails. 

A clerk's record on scheme exaiaiiialiou. to^'elher witli tlie manner in which 
he performs dally tlie duties to which he is assigned, shduld sutfa-e to determine 
his fitness for promolitm or retention in the service. To harass him to main- 
tain ahiiornial speed liy tiiiiins Ids movements is mil ciinducive toward increas- 
ing Ills etlicieiiiy.    On the contrary, sncli methods tend to impair etliciency. 

We ask the deiiartment's arlvocacy of Ictrislation to iirohlhit the use of liming 
devices in ascertaining the amount of worlf iM^rfdrmed, (ir to he performed, l)y 
postal employees. 

That protest wa.s embodied in a memorial in October, and yet, to 
show the connnittee that this sy.stem of timing employees is still in 
effect, I want to read letters I received from a mail clerk in a first- 
class office in the Middle AVest. 

Mr. SMITH. Did yon get an answer to the protest yon filed? 
Mr. Fi,.\uEUTy. A mere acknowledgement that it had been re- 

ceived and wotild receive consideration; something to that effect. T 
will say, Mr. Smith, that this protest against timing devices was but 
one thing that we called the attention of the department to in this 
particular memorial. Congressman Van Dyke extended the memorial 
in his remarks in the Congressional Eecord of February 19, also in 
that connection he has introduced a bill, knowing, as he does, the 
Postal Service, and the need of this legislation, to prohibit specifi- 
cally in the Postal Service the <ise of the stop watch. 

This letter is addressed to a clerk in the mailing division, and 
reads as follows: 

l''EBBUARY 9,   1916. 
CiJiiHK, ilaiUng DivMon: 

It is noted thiit in the .Tamiary tests you caswl 47 iiieces per minute unoh- 
serv(xl and (ilA pieces oliserved. With the early return of this communication, 
I would thank you to explain the difference of 14i pieces per minute. 

f!iipcrinten4Jent of Mails. 

The jjrevious speaker has stated that the department, in 1908, estab- 
lished IG letters per minute as a standard, and yet this particular 
clerk cased 47 pieces per minute, and still the superintendent of mails 
was dissatisfied. 

This was the replj' that the clerk made to this communication: 
FEBRUAKY 12, 1916. 

SUPERINTENDKNT OK M.\IL8. 

DKAR SIR: In reply to your communication of February 9, in which you state 
that the January tests showtnl that I cased ClJ piei-es of mail per minute ob- 
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serve<l ami 47 pieces iier minute unobserved, iiud in wliicli you re<|UPste(l lue 
to pxplnin rlie difTerenoe of 14i per minute, I will siiy tliiit wiien I tln-e\v the 
61i letters jnjr minute I was endeavorin};, as requested, to see liow uutny I 
could possildy case on a five-minute test. This is a pace tliat it would be absurd 
to tldnk of maintaluInK for eight hours. I do not Ivuow the conditions under 
whicli tlie 47 pieces per minute were casetl. but am of tlie opinion tliat that Is a 
reasonable rate of speed. 

The postmaster tlien rejilied. in effect, that men were ahvaj's ex- 
pected to jiiit forth their best efforts. So j'ou see the absohite in- 
justice in thning a man under possibly what were favorable condi- 
tions for speedy distribution, and then taking a subsequent test tin- 
der conditions which might be most unfavorable and comparing them 
to tlie disadvantage of the worker. 

Mr. KE.\TINO. Suppose the postina.ster had removed that clerk on 
that showing, is there any way that the clerk could have jirotected 
his interests? 

Mr. FL-VIIERTY. There is no way, Mr. Keating, at the present time. 
You understand that the term " inefficiency" and " for the good 
of the service"' are very elastic, and if a postmaster determines to 
"get" a man, as we say, he can come pretty near doing it. 

Mr. KEATINO. He cauld have dismissed him on the ground that he 
had fallen down on this particular task? 

Mr. P'LAHJanY. Very likely he wotUd not have made the charge 
as sj^ecific as that. He might have endeavored to show that he was 
inefficient in some other waj', because it woidd be too glaring to say 
that a man. because he did not distribttte more than 47 pieces a min- 
ute was inefficient. 

Mr. SMITH. Could he base his action, or rest on the law that you 
cited, that a man in 1908 would throw so many pieces? 

Mr. FLAHERTY. That was not a law, Mr. Smith. It was a regu- 
lation, you tinderstand. and administrations have changed since then, 
and with the change in administration we always have a change in 
ideas. 

Mr. SMITH. Is the person that throws mail supposed to work there 
all day. throwing mail eight hours? 

Mr. FLAHERTY. A distributer, as a general rule, works all day long; 
in fa<!t, he works at night for the most part, Mr. Smith. That is 
one of the features of the Postal Service which poi=sibly you are not 
acquainted with. The bulk of the mail distribution is done in the 
late hours of the day, beginning, say, at 5 o'clock and ending at 0 
o'clock. This system has grown u]) in all our large cities: The busi- 
ness houses let their mail accumulate: the stenographei-s are prepar- 
ing it and getting it out all day long: and the jiroprietor or manager, 
or whoever signs the mail, does so at the end of the day: tlien the 
mail is dimiped into the mail box around 5 o'clock and taken to the 
office; and the rush is on. 

Mr. SAIITH. What occurred to me was that a jjcrson throwing 
mail at that rate, at 47. or put it at ."iO in a minute, in a <lay would 
throw a lot of mail. It would look us though he would get the mail 
out of the road. 

Ml-. FLAHERTY. XO: there is never any end to it. This is an end- 
less task. This distribution is going on in tlie oifices all the time— 
24 hours of the day, 7 days in the week, Sundays, iiolidays, always—• 
and the men, in order to become expert, in order to become capable 
of doing this distributi<m work, must study after office hours on their 
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own time, study these intricate distribution scliemes. It is highly 
specialized work. 

Mr. KEATIXC!. What salary do they receive? 
Mr. FLAIIAKTY. There is no distinction in salary, of course, between 

a distributer and man employed in any other branch of the service. 
Clerks and carriers are graded imder the terms of the classification 
law of 1S)07—entrance salary at $800, automatic promotions yearly 
to $1,100—and Congress has been providing for the promotion of 
75 per cent of the men in first-class offices from $1,100 to $1,200. 
The majority of the men. however, engaged in this particular work 
are receiving $1,"200. There are IS.fiOO clerks in the $1,200 grade at 
]nesent. Tiie Post Office appropriation bill that passed the House 
last month contained a provision to promote 5 per cent of the men 
from the $1,200 grade to the $1,300 grade, 5 per cent from the $1,300 
grade to the $1,400 grade, under a designation known as "special 
clerk." It is the intent of the department, I believe, to give these 
" special clerk " titles to men engaged in the distribution of mail; 
indicating that they place some value on the services of these skilled, 
exjiert distributers. 

I wish also to read, for the benefit of the committee, something 
that has taken place in the New York office, in the money-order divi- 
sion. It seems, according to my opinion at any rate, that the speed- 
ing up -system there has l)een carried to extremes. The men working 
on these large tabulating machines, tabulating money orders—New 
York, of course, does the largest foreign money-order business in the 
the country—are doing particularly trying, exacting work; it is work 
that lends itself, unfortunately, to speeding; it lends itself to timing, 
and the pernicious timing and speeding-up system has gradually- 
crept in there, to the great detriment of the workers. I am informed 
that three of the men recently have gone insane. Without mentioning 
the names, sparing, of course, the poor victims the humiliation, 
possibly of seeing this in the record, I will give you. however, the 
facts. One clerk was assigned to the money-order department August 
5, 190[), resigned May 4, 191.'), committed suicide, kills daughter, due 
to nervousness. Another was as.signed to money-order depart- 
ment July 21. 1904. resigned August 9, 1915, a nervous wreck. A 
thii'd was assigned to the money-order department April 1, 1910, 
resigned January 14. 1915. mentally defective. Then the writer goes 
on to mention two others. He says the first one is still in the service, 
but very nervous and sometimes almost crazy. The second is still 
in the department, but liable to go to the asylum any day. 

The iilxivo iiicii were imf iilwiiys iiorvoU';. Imt siiKv tlio pushiiiE tactics were 
iise<l (luriiif; the past four or five yejirs these men htive suddenly elmiifred. 

It is the view of the Avriter, and I have every reason to believe that 
he is justified in the statement, that these men have lost their reason 
and become mentally unbalanced due to the pushing or driving 
tactics in effect in the money-order division there. 

In this connection, the reason, I will state, why I, personally, 
iind I think the men in the service to a great extent, fear at the 
present time a continuation of the speeding-up methods that are in 
vogue, is the fact that the First Assistant Postmaster General, before 
the House Post Roads Committee, dilated upon the great advantage 
of the so-called " two-division " plan, claiming that he is only asking 
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Congress this year for an increase of 3 per cent for his particular 
liui-eaii, whereas the normal increase is 6 i^er cent. He is saving' 3 
per cent because of the " two-division"' plan, and because the forces 
ai-e more compactly organized. Stripped of all unessentials, this 
*' two-division plan is smiply nothing more than this: Men are com- 
pelled to learn the outgoing distribiition scheme, the mailing division 
scheme, and compelled to learn the incoming scheme, always, of 
course, upon their own time. They are available, therefore, in both 
ends of the office, to work the incoming and outgoing mail. They 
are shifted from one end to the other. There is absolutely no chance 
of relaxation—no chance for rest. The First Assistant Postmaster 
General attributes tlie fact that lie is saving, in this particular bureau, 
V> per cent because of the "two-division " plan. 

Scientific mamigement. I heard some of the speakers say in the 
past few days, contemplates giving the workers a share in the profits 
to some extent, because it makes them more capable of earning larger 
salaries. Xow. we in tiie Postal Service have absolutely no such 
hope, working as we are. having an institution that is. by its very 
nature, and always will lie by its very nature, a governmental mo- 
nopoly, there is no possible hope of tlie men doing this distribution, 
or doing the delivering of mail, or doing any of the other necessary 
arduous tasks—there is no possible chance for them to share in any 
bonus, or to siuire in any profits that may accrue from the conduct 
of the department. There is no possible chance for them to .share 
in any surplus that their efforts might bring fortii. As a matter of 
fact, and this is interesting, the Postmaster General, in his report 
to the Sixty-tiiird Congress, said with pride that the Po.st Office De- 
]>artment was. for the first time since Benjamin Franklin's era, on 
a self-sustaining basis, and that a surplus of $4,000,000 had accrued. 
Possibly there are some business institutions making $1,000,000 for 
the first time, following years and years of steady dencits, that would 
liave been so encouraged that they would have attempted to encourage 
the emi)loyees by proposing some share in these profits. But what 
did the Postmastei- General do ? He went to Congress and asked that 
the eight-hour law be amended to read, instead of 8 in 10, to read 
8 in 12. so that the day's work could be spread over 10 hours. He 
asked, that the Sunday rest law be abrogated. A man working Sun- 
day is alU)wed comi)ensatorv time off on one of the following six 
days: .so we are assured relief from toil one day in seven. He asked 
that the rate of pay for substitutes, and this substitute service is the 
most—I can scarcely find words to describe it: that is. words that 
would be suitable in the I'ccord. It is a period of precai'ious living, it 
is a period that tries men's souls. As Mr. Cantwell said, a great 
many of the men get out of the .service. There is a turning over every 
10 yeai"s in the service, due to ii great extent to the fact that the men 
get soured on the service during the first years of their substitute 
period. These substitutes earn, for the most part, they average at 
any rate, around $30 a month. They are paid at the rate of 3.") and 
40 cents per hour, and yet the Postmaster General, following a 
$4,000,000 surplus, asked that their wages be reduced from 3.5 and 40 
cents an hour, to 30 cents. He asked that our promotions, which are 
now annual, be made biennial, or every second year. Thus you see 
every bit of remedial legislation that we employees have been able 
to place upon the statute books duiing these seven or eight years of 
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hard and incessant work was to be wiped away all at one sessic n. 
following a year when the department showed, with a great deal of 
glee, I think, a $-1,000,000 surplus. 

Mr. HMrrH. Fioni what i)articular hianch of the department is the 
largest part of that received—can vou tell ^ 

Mr. FLAHERTY. NO; but, Mr. !>inith, this is true of the Postal 
Sei-vice. The only revenue-producing i)ortion of the service is the 
handling of the tirst-dass mail, you understand, the 2-cent letter. 
There is an enormous deficit in second-class mail matter. The de- 
partment gets 1 cent a pound re\euue. and its costs about 7 or 8 cents 
to handle it. 

Mr. S-MiTir. What I had particulaily in mind was whether there is 
a considerable saving from the rural carriers. 

Mr. FLAIIKKTY. NO; I think the rural service is expensive, biit I 
am fully convinced tliat it makes this iij) in a great many other ways. 

Mr. S.Mrni. The chairman stated that there was a saving of some 
i}y40.0()() in mv own district uj) in Michigan tliat is represented by- 
Mr. Beakes, 1 think, by tlie readjustment, aud I wondered if that 
would go through all the districts. 

Mr. FLAHF.RTY. The department makes no etfort to separate into 
various luiits the different parts of tlie service in endea\oring to 
find out which is the revenue i)roducer. They take this \iew, that 
while a city like Chicago will show, and it does show, a $"JO,000,000 
surplus—-that is. thtir rr\eiuu' is L'O.OOO.OOO in excess of their ex- 
penditures—still, a letter nuiileil iu Chicago and a stamp bought 
there and mailed to somewhere iu Michigan or elsewhere gets service 
on a rtU'al route, fi-om which route, of course, none of the i-eveiuie 
is credited and none of the revenue goes, t is dillicult to determine 
just where the revenue or the surjjlus accrued, but 1 do know that the 
men in the service do (heir share in i)roduciug it, and I do know that 
that was the  first year that the eight-hour  law  went  into effect. 

Mr. S^nrir. Have you any information or have you learned that 
there is a disposition to elimiiuite all the ]iostmasters in a county 
except one, and have all the other offices except that comity seat, we 
will say, for instance, cari'ied on and conducted by the assistant 
postma.ster? 

Mr. FLAHERTY. I will say tliat this legislation which passed the 
Senate, which was, however, rejected liy the House Post Roads Com- 
mittee previously, would permit the Postmaster General to abolish 
everj^ office but one in a county and therefore eliminate the post- 
masters. 

Mr. S.MiTH. Do you know whether that bill is in conference now ? 
Mr. FLAIIKRTY. Ves: it is about to go to conference. 
Mr. SiUTH. That would be a big saving there. 
Mr. FLAII?:RTY. There would be a saving in the salaries of the post- 

masters, undoubtedly: yes. The previous speaker s|)oke of the 
Borah bill, which was inti'oduced in the Senate, and I am ])leased to 
l)e able to state that it was at my solicitation Senator Borah intro- 
duced that bill. I regret, as I think we all regret very much, that 
he was suddenly taken ill and was unable to be on the Senate floor 
the morning our bill came up. Previous to that Senator Borah, 
who had made considerable study of this stop-watch and scientific 
management, introduced a bill prohibiting its use in the Government 
service entirely.   The time test was then in existence in the Railway 
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Mnil Service, and the railway mail clerks fi-oin all over the country 
sent in petitions to Mr. Borah thanking him for introducing the 
bill and giving it theii- unqualifictl indorsement. Alexander H. 
Stevens, superintendent of the Kaihvay Mail Service, in a speech at 
Indianapolis to a body of raihvav mail clerks, told them in cfi'ect 
that he had the power and the inclmation to dismiss f i-om the .service 
any man who would send to Mi-. Borah a petition or a request that 
such legislation be enacted. Mr. Boi-ali took the fight of the.se rail- 
way mail clerks to the floor of the Senate, and in a .scathing speech 
denounced the bureaucratic methods of Mr. Stevens. 

It was due t«) that speech, 1 believe, rather than to any feelings of 
the department, that the stop watch was abolished, or the time test 
was abolished in the Railway Miiil Service. The department did not 
abolish it because of any regard for the health or well-being of the 
railway mail clerks. If they had that thought, they would have 
abolished it throughout the ser\ ice. But the Borah s]ieech. I believe, 
brought so much publicity and so much odium upon the .system, that 
they thought best, for tlie tune being at lea.st, to eliminate it. 

I have no further remarks to make, unless the members of the 
committee have any questions in mind. 

Mr. NOLAN. I do not know whether I got it from infornuition. or 
whether I read it in a newspaper, but about a year ago I read that 
they were going to introduce skates in the Chicago post office for all 
the clerks.   Is there any truth in that report? 

Mr. FLj\HER-rY. They have already put skates on the boys who 
are down in the room where they check wardrobes. The Chicago 
office is so crowded they had to do away with the Iwkers downstairs, 
in order to gi\e more room for the distribution cases. When a man 
goes to work now in the Chicago office, he goes in and hands his 
lunch basket, if he has one, and his overcoat, if he has one. to a 
clerk behind the counter, and the clerk hands him a check in return, 
and skates down about 30 or 40 feet, and hangs up the luggage. The 
idea was that he would save time in going to and from the counter 
and ranging up the clerks' coats and hats. 

Mr. KEATING. We thank you very much, Mr. Flaherty, and if 
there are no further witnesses, the committee will adjourn until 
Tuesday morning, at 10 o'clockf when it is expected Mr. Frye will 
be here to testify. 

(Whereupon the committee adjourned). 

COMMITTEE ON LABOR, HOISF. OF REPRESENTATIVES, 
Tuesday, April 4, 1010. 

The conunittee met at 10 o'clock a. m., Hon. Edward Keating pre- 
siding. 

Mr. KEATING. We will hear first this morning from Mr. Rich- 
ards. 

STATEMENT OF MR. WILLIS B. RICHARDS, 43 WALL STREET, NEW 
YORK, REPRESENTING GUNN, RICHARDS & CO. 

Mr. RICHARDS. Mr. Chairman, I want to start with a word as to 
how I happened to be here. 

In the first place, on December 1. or very shiMtly after that, I re- 
ceived a circular of the Society to Promote the Science of Manage- 
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inent, the headquarters of the president of which are at Hanover, 
N. IT., which reads as follows: 

SOCIETY TO PBOMOI'E THE SCIENCK OF MA^.\GEME^•T, 
OrncE OF THE PKESIDEXT, 

Hanover, N. H.. December 1,  19to. 
DEAR Sin:—l>iii-iiijr tlic sossioii of li)]4-15 strong elTorrs wore nmtle to in- 

duce Coiisress to pass |pj;lslatioii proliibitinjt time studies and preiniuin pay- 
ments In (Jovernmont estaWisIinients ami in private concerns ninniifacturinB 
for tlie srovernment. Tlieir efforts resulte<l in tlie passage of tlie so-culled 
Pletrlck amendment to the Army appropriation hill. This legislation was not 
as effective as its proponents intemled. and will nndoubtetUy he followed dur- 
ing the present session of Congress i)y stronger efforts to se<'Hre more coui- 
l>lete prohil)itive  legislation. 

In the belief tliat such legislation would result in " turning bacii the wheels 
of j)rogress," witli respei'l lo iMi.ssible economies of iiroduclion, not only in 
Government, bur also in many private concerns, a meeting has been called to 
consider the desirability and means of presenting to Members of Congress and 
to the public a full, accurate, and impartial explanation of the nature of time, 
study. an<l premium i)ayments, and of the situation in Governmeut nnO other 
plants where these have been established. 

This meeting will be at 2.30 p. m., Friday, December 10, Engineering Societies' 
Binldiiig. room .". 29 West Thirty-nintli Stre<'t, New York City. You are 
earnestly Invited to attend and participate in the deliberations. 

This notice is l)eliig .sent to a widely representative list of names and it is 
desire<l that an organization will result, for the purpose of carrying on a cam- 
paign, whicli will l»e widely representative and not identified with any particu- 
lar organization. 

Very truly, yours, 
H. S. PERSON. 

Then, shortly after that, I received a letter dated December 20, 
1915, from Mr. W. W. Macon, of the Iron Age. This was written 
after the meetinjj referred to in the previous letter, of which Mr. 
Macon was chairman.    This letter said: 

THE IRON AGE, 
A'eip York, Divemlter SO, 191'i. 

Mr. WILLIAM P.. UKHAKOS. 
r,iinn. Itiehanls it Co., .'iH Wall fUreet. New York. 

DEAR .SIR: Will you please send me, by return mail if possil)le, nominations 
for members of the committee or ten which the meeting in the Engineering 
Societies Building on the afternoon of December 1 voted should be appointetl 
to draft a memorial to Congress with resfwct to antitime-study ami other 
legislation effecting scientific management? 

If you made nominations at the time of the meeting, please remake them In 
the light of llie deliberation which you niny have given the suliject since the 
meeting. 

Y^ours. very truly, 
W. W. MACON, Knginee,rinij Eililur. 

Then again, in January, I received a letter dated January 14. lOK). 
from Mr. Macon. advising me that out of some 70 different nominees 
for membership on the conunittee of ten, my nanu' was included, and 
then at a meeting of tlie committee of ten afterward, wiien T was not 
present, they very kindly .suggested that I should raise funds that 
were necessary to carry out tiie plaiLs of the committee. This letter 
of Mr. Richards is as follows: 

THE IRON AOE. 
iVcif York. •Iiiniiarii /}, l!>l(i. 

Mr. W. B. UrcHAKKs. 
(Jliiui. Uieharilx A Co.. .',.? WuU Street, \ew York Cily. 

DEAR Sni: The canvass I  nuide of those who participaled  in the Informal 
meeting at the Engineering Societies' Building in New Y'ork City on D<?cember 
10 gave me some 70 ditlVrent nominees for membership on the committee of ten. 
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Tliosp wild refplvwl tlie jirwitest miiiilHT uf voti^s I Imve constUutiMl the coin- 
initteo. and they are as follows, with Mr. Cooke as chairman: 

M. J.. (\>okc 401 West Wiilaut Lane, IMilhnlelplila. 
U. A. Feiss, .losepli & Feiss <>>., 2149 West Fift.v-tliiid Street, Cleveland. 
I/Oiiis Brandeis, Boston, Mass. 
H. P. Kendall, Plimpton Press. >.'orwoo<l, Mass. 
S. E. Thompson, 141 Milk Street. P.oston. 
W. B. Ulchards, (Jnnn. Uiiliards & Co., 43 "Wall Street, New York. 
Miner ('liipman. Harvard Sqnare. (^ambrid^e, Mass. 
W. H. (Jruel, Otis Kievntor Co., Kleventh Avenne and Twenty-sixth Street, 

New York. 
C B. Going, e<litor Kngineerin? Ma.nazine, New York. 
H. R. Towne. Yale & Towne irannfacturlnR Co.. East Fortieth Street, New- 

York. 
When the present committee has agreed in tlie form and substance of the 

proposed memorial to Congress, they can then scout around for signers of 
national pf)sition and influence. Certainly it is only with the well wishers of 
scientific management that we may expect the work to start in getting the 
movement under wa.v. 

The writer wants to take this opportunity to tlmnk you for your cooperation 
in determining on the personnel of the connnittee. 

Very truly yours, 
W. W. MACON. 

Now, perhaps you gentlemen know, or perhaps you do not know, 
that the firm of Gunn, Richards & Co. are profhiction engineers 
and public accountants, and we have been practicing for (juite some 
time. 

Th'j production engineering jjhase of our oiganization grew out 
of the installation of cost systems. Originally we were going to call 
ourselves cost experts, but graduallj' with the installation of co.st 
systems in factories we found our Avork was expanding and included 
the development of greater efficiency in one branch after another of 
the factories; and so we finally called ourselves production engi- 
neers, which is the science of getting the greatest production pos- 
sible out of a factory. That is more commonly known now as effi- 
ciency and is sometimes called management efficiency. 

We have served a good many clients. We have served the Govern- 
ment in Washington and the Government in the Dominion of Can- 
ada. I was one of the four advisors on accoimtancy to the President's 
Bureau of Economy and Efficiency at the time Mr. Taft had such a 
bureau and when Dr. Cleveland was at the head of the bureau. He 
had an advisory committee on accounting subjects and I was one 
of the four members of that committee and spent considerable time 
in Washington at tiiat time going over the scheme of accounts in the 
Government departments. 

Now, in reference to the subject of this bill, it seems to me that 
to legislate against the premium plan and the bonus system of pay- 
ing labor is to legislate against the opportunity of a working man 
forming a sort of partnership connection with his work. 

We have had a chance to study a good many different forms of 
remunerating labor, and we know the difficulties of the profit-shar- 
ing system and the general problem of welfare work, and to give a 
man a premium to stimulate his intelligence and generally aid him 
in the work he can do and reward him for it is a practical partner- 
ship relationship that the man can understand, and he can, within 
reason, control himself. 

The idea that that is going to work him beyond endurance, I think, 
is fallacious.   It stimulates him, to be sure.   It offers him a reward to 
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g^reater activity and greater industry, but it does not by any chance 
monopolize the opportunity of driving a man. You can do it just 
exactly the same with day wages as you can with any premium 
plan or bonus system. 

You realize that we are not, in a sense, advocates of the Taylor 
system. We have never practiced it. We would, if any occasion arise 
imder which we thought we could get better results, but the truth 
is all of those terms had to do w-ith an earlier period. 

There is really a science of efficiency now. It is gradually develop- 
ing into a regular science, and a man practices it just as a man prac- 
tices law or medicine. You never hear anybody speaking of Mr. 
Choate's method of practicing law, and yet he has been credited with 
a good deal of informjition and Icnowledge on that subject. We have 
never seen any bad effects of stimulation by premiums. 1 do not 
think we have ever seen an instance of a man breaking down under 
any effort he might make to get a greater reward than was normal 
and natural In' being paid on a premium basis. 

A majority of our clients have a rate-setting department and a 
planning department, anil most of tho.se rates are UMially establisIicMl 
by men who are not officers of tlie company, except as you call a 
superintendent an oHicer of a company. Tlie foreman and tlie cost 
accountant really coHi])rise the ])hnuung department. The larger 
the works tiie more ini|«Ms()nal the nitc-setting relation l)ecomes. In 
small establishments the proprietor usually makes the rate, and he 
knows what the rate is. and it has <iot to be satisfactory to him. 
When I was down here before there were a gexul many things that 
came up. and there was one ])articuhirly on the subject of 8 pairs 
of shoes that T would like to speak about. 

While I am going to give you an entirely different illustration in 
refei'ence to the S pairs of shoes than anything I listened to. 1 do 
not want you to think that I am in conllict with Mi*. Tliomi)son at all. 
He had a more or le.ss iinolved opeiation in his mind that made it 
impo.ssible for him to be as clear as I would have liked to have seen 
him. 

li", as the problem was stated, the woikman was making a complete 
pair of shoes and could make S pairs of shoes a day and was i-ewarded 
by being paid $8. and we desired to stimulate him by introducing a 
pi*emium plan, and under that plan he made !• i)airs of shoes, he 
woidd have earned >;l..">() for that additional pair of shoes. The ordi- 
nary factory would carry 100 per cent o\erhea(l. and when a work- 
man got $8 foi- 8 pairs of shiK's the manufacturer would pay $8 for 
the conduct of his plant, and if he could stimulate that man to make 
f) pairs of shoes with the same $8 overhead, and he paid that man 
$1 for that additional jiair of shoes, there would still be $1 pi-ofit for 
the inanufactuier. which we would recommend that he split, so that 
the man would get a reward of ^l.-iO for the extra i)air of shoes he 
would make if it was jteifectly clear there was a $i! result to the 
company, with no additional overhead. 

While that might not be split exactly in half, and while it is sub- 
ject to modification, if the eini)loyer gave the man greater facilities, 
or any of the thousand and one modifications that might occur, the 
general ]7rinciple is as I have stated. So much for the M pairs of 
shoes. 
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I think it was Mr. London who stated that (Jen. Crozier had tes- 
'tified that in one in.stance in one of the (iovennnent arsenals, under 
the stimulation of the |)reniiuni phin and the bonus system, a me- 
chanic had increased his output 'iTG j)er cent. As.suming tiiat con- 
dition would prevail where there were 1,(100 workmen. Mr. London 
pointed out that there would be (KK) worlunen thrown out of employ- 
ment. Like every other question that comes up, there are two sides 
to that. 

I do not think Mr. London would advocate the Government em- 
ploying 1,000 men to do the work that could be done by 400 men 
simply because it would otherwi.se throw GOO men out of employment. 
I do not think he would expect me to get very far in the practice of 
my profession if that was my reconnnendation to my clients. I do 
not think he would consider that 1,000 men who were working on 
an effort that 400 men should accomplish would go home with a 
contented feeling at night. 

There is nothmg that disheartens a man more than to know he is 
working for an enterprise that is on the downward grade. The 
other day we examined a plant in Canada which when we had ex- 
amined it the year before had done $800,000 worth of business, and 
it lost $800,000 during the year. You can not tell me that the w-ork- 
inen who worked for that company went home with a comfortable, 
contented, satisfied feeling. You work for a corporation that is 
pi-ospering, you know your day's work has been intelligently meas- 
ured, and that you have earned your money, and that your company 
has profited by your effort, and that you Ixdong to a successful or- 
ganization—that is one of the greatest satisfactions a laboring man 
can have. If he can, in addition to that, have the thought and know 
that some part of the benefit is coming to him, that he is a partner 
in the achieving of the results, and that partnership relation is fixed, 
that gives him the greatest sense of satisfaction which a man in the 
laboring relationship can have. 

I do not believe there is anything else I care to say to the com- 
mittee by way of a general statement. 

Mr. S.MiTir. Mr. Richards, I understand from your remarks you 
are in favor of the stop-watch system, and you are in favor of the 
bonus system, and also in favor of the premium plan? 

Mr. RICHARDS. Mr. Smith, there is no such thmg as a stop-watch 
system. It is necessary to get the costs. Sometimes you can get 
your costs from the lecords of the company over a period of six 
months or a year. If you can not do that, you have to study the 
operations and find out what the costs are. That is essential in es- 
tablishing any premium plan or bonus or pieceMork system. 

This bill has a clau.se that might make it very awkward for a man 
to get his costs. My own understanding of Gen. Crozier's state- 
ment is that they make the studies they do of the operations because 
if they can not get a man's time they can not make up their esti- 
mates, and therefore they would not know how to fix their requests 
for appropriations. That seems very vital to me. It is the thing 
we live by, and we strive for alwavs. to get the accurate costs. A 
man can not do business without knowing accurately his costs, in 
our judgment. 

Mr. SiriTir. Do you think it tends to increase production by hold- 
ing a watch on a man? 
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Mr. RICHARDS. NO; it is a minor, unimportant part of the ma-, 
chinery of getting tiie information.    You can piit a counter on a 
press and get information, but a time-study device of some sort is 
essential in getting the information. 

Mr. SMITH. I understood you to say you are not in harmony with 
the Taylor system ? 

Mr. KiCHARDS. We have never practiced it. 
Mr. SMITH. Are we to understand from that that you are not in 

harmony with it? 
Mr. RICHARDS. We woidtl use anj' part of it we thought fitted to 

a certain problem. 
Mr. SMITH. YOU know, generally, what it is? 
Mr. RICHARDS. Yes, I have met !Mr. Taylor. 
Mr. SMITH. W^ould you recommend the Taylor system in a factory ? 
Mr. RICHARDS. Yes. 
Mr. SMITH. Then you are in harmony with it? 
Mr. RICHARDS. We do not find it is necessarj', but if a problem 

came along that seemed to render the question of Mr. Taylor's 
processes a necessarj- factor, we would go ahead and use it, of coui-se. 

Mr. SMITH. Then a stoj) watch does not aid the workman to in- 
crease his production. It is for the benefit of the proprietor or the 
superintendent. 

Mr. RicnARr>s. Whoever wants to use the informatitin; yes. 
Mr. SMITH. You think it is helpful in obtaining informatiim? 
Mr. RICHARDS. Certainly. 
Air. SMITH. I do not know just how long ago .Vdam Smith pub- 

lished his Wealth of Nations, but it was more than a century ago, 
was it not ? 

Mr. RICHARDS. I do not know. 
Mr. LONDON.   It was in 1770. 
Mr. SMITH. I had thought of tJiat book somewhat in connection 

with the division of labor which has been spoken of here. Is there 
anything about this stop-watch system that is new as compareil with 
this treatise on the division of labor, as it wns published more than 
a century ago? 

Mr. RICHARDS. I can not answer that. 
Mr. SMITH. You are, of course, familiary with .\dam Smith's 

Wealth of Nations?" 
Mr. RICHARDS. NO. 
Mr. SMITH. You arc in favor of the bonus and ])reinium systems? 
Mr. RICHARDS. There is no question about that, Mr. Smith. 
Mr. SMITH. What are the merits of the bonus system or the 

premium plan? 
Mr. RICHARDS. The merits of the premium system, as I have ex- 

pressed it. are that it rewards a man for increasing the etfectiveness 
of his ability and his intelligence. It rewards him for increased ex- 
pertness, and there is no organization in the world that will not 
prosper more if the men that work for it are working with it. than if 
their interest in it is absolutely nil. 

Mr. SMITH. What is the difference between tlie bonus system am! 
the premium plan ? 

Mr. RICHARDS. The bonus system is based generally on the theorj^ 
that a certain limit of work is established, generally, a pretty prac- 
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tical test of a good man, and lie is paid a certain reward for accom- 
plihliing that test. If he falls short of it he gets a very much less 
reward. In other words, he is supposed to get along on his previous 
day's wages. If he gets within striking distance of that stiindard of 
work and does not tpiite accomplish it, while the preiiiiiiin plan is 
based on the theory that a man is getting a day's wages anyway for 
working in the shop, anything he can do beyond what has been his 
prexious proliat.ly accoinplishinent for that day's wages he is given 
a premium ai>o\e his wages for that, and generally it is at a greater 
pro rata tlian the work he has been accomplishing in the previous 
time for his (hiy's wages. 

^Ir. SjUTir. They are both used to stimulate the workmen. 
Mr. HiciiAKDs. Surely. 
Air. S.Miiii. AVhile the stop watch is used to determine  
Mr. IvKU.MiPs (interposing). To secure the information on which 

jou can stiniiilale the workmen. 
Mr. .SMITH. YOU have been a mechanic? 
Mr. liKiiAiiOs. Never. 
Mr. SMITH. Have you ever been engaged in agriculture? 
Mr. IvKiiAiiDs. No. 
Mr. S.Mnii. Do you know IKJW they stimulate their teams when 

they work them in the field ? 
Mr. liiciiAKDs. I do not. 
Mr. S.MiTii. Do you know how they goad teams? 
Mr. RiciiAKiJS. Yes; I have been that close to agriculture. 
Mr. S.MiTii. Do you know that sometimes men that are employed 

by farmers overwork their team? 
Mr. RiCHAiiDS. Yes. 
Mr. SMITH. And that these men have really to be cautioned about 

overdoing the work of the teams? 
Mr. RICHARDS. Y'^es. 
Mr. S-MiTii. Would you not think a good, honest workman with 

ordinary, fair intelligence and ability, would do a sufficient day's 
work, or a day's work that would satisfy any manufacturer, if the 
workman was honest in his work? 

Mr. RICHARDS. For a day's wages? 
Mr. SMITH. For a day's wages, yes. 
Mr. RICHARDS. Under the premium plan he still has that privi- 

lege. 
Mr. S»iiTH. Do you think the object is a good one to get more out 

of a man than what he really is capable of doing for an ordinary 
day's wages? 

Mr. RICHARDS. It seems to me it is a shame not to give that man an 
opportunity to improve his condition, if he can do so. Take a man 
who is earning $3 a day for 207 days in the year. He gets about 
$800 a year, which is a pretty fair wage. A certain portion of that 
goes for rent and a certain additional portion is absolutely essential 
to provide food for that man's family, and even if a man gets through 
with that, he is up against the question of providing clothing and 
other necessities of life, and he does not have more than $100 or $150 
for anything that might be in the nature of unnecessary expenses. 
You increase his earning capacity $7 or $8 a week, and you have 
increased that factor of benefit to his family, and you know he can 
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put away insurance money, and add to the other factors of protec- 
tion to his family tremendously. It dees not mean simply $G or $7 
n week more, it means three or four times as much money for that 
man to use for things that are not included in the items of rent, food, 
and clothes. 

Mr. SiriTii. When you go into a factory, do you put all the work- 
men or mechanics on the same plane, so far as wages are concerned? 
Is it net true that you have different schedules of wages in every 
factory ? 

Mr. RICHARDS. Certainly. 
Mr. SMITH. Then the good mechanic would be paid so much a 

day and the poor mechanic so much a day? 
Mr. EitiiARDS. Yes. 
Mr. SMITH. And the poor mechanics do not expect as much as the 

men who have spent a long time at their trade, and who have be- 
ccme proficient? 

Mr. KicHAUDs. They are fair. Everv employee is generally fair. 
He recognizes superiority among his fellow workmen. 

Mr. SMrrii. Yru rcccmmend the bonus and the premium system 
in order to suitably reward the workmen? 

Mr. RICHARDS. Yes. 
Mr. SMITH. And for no other purpose? 
Mr. RICHARDS. I do not say for no other purpose. If we can get 

additional productivity out of a factory vuider the same overhead, 
and reward the workmen and the manufacturer, we do that. We 
have both objects in mind. 

Mr. SJIITH. IS it necessary to hold a watch on a man to determine 
whether he is doing a sufficient day's work? 

Mr. RICHARDS. NO; I hold a watch on a man to find out what the 
cost of his work is, and what might be a reasonable measure of his 
ability. 

Mr. SMITH. I would like to ask you whether or not that could 
not be determined after a day's work is done, by the quantity of 
work a man has accomplished, and during the day he was perform- 
ing that day's work, could you net tell whether he was industrious 
and doing a reasonable day's work for the compensation paid to 
him? 

Mr. RICHARDS. Yes; but it would not be as fair to the man as to 
have it established beforehand what his reward was to be if he did 
usually well. 

Mr. SJIITII. I understand from your statement that these systems 
are all used to determine whether the plant or the factory is suc- 
ceeding that is, they are used for the benefit of the manuiacturer? 

Mr. 1\1CH.!VRDS. You are talking about the stop watch? 
Mr. S.MITH. I am referring to all of these systems. As I under- 

stand you, they are all used to determine the output of the plant, 
•whether a man is doing a sufficient day's work or not. The stop- 
watch system, the bonus system, and the premium plan are all things 
that are material to this bill; they are things set up in the bill. 

Mr. RICHARDS. YOU understand my position. If you cut out the 
stop watch, you involve the premium plan and the bonus system 
with it, and that is what is vital. 

Mr, SMITH. I have no objection, you understand, to paying a man 
as much as Henry Ford pays his sweepers, $5 a day.   I have not 
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any complaint of tlie workman getting his share of the distribution. 
But what I would like to know is whether it is necessary to employ 
these systems to determine whether a man does a fair day's work in 
the carrying on the work of a factory. 

Mr. RiciiAnDs. It is not necessary to employ a stop watch, no. 
Mr. SMITH. IS it necessary to liavc the bonus system or the 

premium plan to determine whether or not a man is doing a fair 
clay's woik. 

Mr. RuiiARDS. No. 
Mr. S-MiTii. They are the extra compensation allowed to a skilled 

workman? 
Mr. KicnARDS. They are the extra compensation allowed to any 

workman who will improve on what he has been doing. 
Mr. SMITH. Did you ever hear of a pacemaker? 
Mr. RicHAnDS. Oh, j'es. 
Mr. SMITH. Are you in favor of having a pacemaker in a factory? 
Mr. RICHARDS. We have never had cccasicn to use a pacemaker in 

order to establish a standard. 
Mr. LONDON. What would you do Avith the GOO men who would 

be thrown out of employment by the adoption of more efficient 
methods? 

Mr. RiciiARDs. Mr. London, I do not think there is anything you 
can do to the average man better than to remove him from a condi- 
tion where there is no opportunity for ])romoti(m, no opportunity for 
satisfaction or reward.   I would  let those men find other jobs. 

Mr. Loxnox. In ether words, you would let those GOO men shift 
for themselves? 

Mr. RICHARDS. If I was unfortunate enough to find that many 
men in one place and they were not necessary there, I would certainly 
do that. 

Mr. IJONDOX. In the particular case of which j'ou spoke, wherebv 
the introduction of enicicncy methods, the productiAity of each 
worker would be increased nearly 300 per cent  

Mr. RICHARDS (interposing). Vou are stating that; I am not. 
Mr. LONDON. Yes. In that particular case, nearly two-thirds of 

the men would be thrown out of employment. What 1 am inter- 
esited in is this. Men speak here in the name of science and in the 
iirime of political economy. We want to know whether these politi- 
cal economists or scientists look to the effect which the introduction 
of new methods will have upcn the laboring people. We want to 
know whether they take that into consideration. 

Perhaiis I have not made my question clear. I want to know 
whether the political econrmists and scientists in working out their 
mcthcds of efliciency consider what effect these efficiency methods 
liave upon the opportunity to get employment or to retain employ- 
ment? 

Mr. RICHARDS. I am going to answer that question perfectly 
honestly. I do not suppose we have wasted any thought on that 
at all. 

Mr. Loxnox. So that when you speak in the name of science or 
of jiolitical ecrnrmy you want us to understand that political 
economy has nothing to do with that problem at all? 

Mr. IVUUARDS. NO; I did not mean to put it that way. It is not 
necessarily involved.   It does not necessarily involve the reduction 
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of workers. It is the increased production in a given plant which 
we are after. But if it should result in reducing the number of 
men, I do not want you to tliink that wo start right out and make it 
our particular business to find places for those men. That is not our 
occupation. 

Mr. LONDON. That is not your concern? 
Mr. RICHARDS. NO ; it is not my concern.   That is a true statement. 
Mr. LONDON. IS not that really at tlic bottom of the opposition of 

the working people to the introduction of more efficient methods of 
producticn' 

Mr. RiCH.\KDs. I did not know there was any opposition of the 
working people.   We do not find it. 

Mr. LONDON. Assume that ycu are one of the thousand workers 
who would be affected by the increased productivity of labor. As- 
sume that you knew that GOO out of the 1,000 would lose their jobs. 

Mr. KicHAKDs. You are assuming that, I am not. I want the in- 
creased production of that plant. 

Mr. LONDON. I know, but Me are proceeding upon the theory just 
now that in the particular industry to which you refer, and to which 
Gen. Crozier n-ferred, COO men out of 1,000 would be in danger of 
losing their employment. 

Mr. liiciiAHDs. ilay I answer that in my own way? 
Mr. LONDON. Yes. 
Mr. RICHARDS. Suppose it was demonstrated—and I think it prob- 

ably would be—that the relative cDst of getting work out of a plant 
would be so much bettered by reducing the cost so that 400 men could 
do the work of 1,000 men, as compared to the previous history of the 
plant, when the plant had the work to keep 1,000 men fairly busy. 
That is the general operation of it. 

Mr. LONDON. I agree that 1.000 men should not be asked to do the 
work that 400 men can do sulliciently. But I present this question 
from the practical standpoint. It will affect 1,000 men who earn 
their livelihood by working. Now a new method is proposed. Those 
1,000 men may hold a meeting, and they say'j " Here is a new scheme 
being advocated, and by the adoption of this scheme GOO of us will 
lose our jobs." They begin to discuss what they should do. They 
say. "What is our next step?" They may go to an export, to a con- 
sulting engineer, and he says, as you said, " That is not my concern." 
If it is not your concern, then it is their concern, is it not? It con- 
cerns them vitally. 

Mr. RICHARDS. Very. 
Mr. LONDON. Unless you have a remedy which will supply employ- 

ment to these GOO men, they would be justified in opposing the adop- 
tion of the new scheme, would they not, judging men as they are? 

Mr. RICHARDS. Justified in that?   I do not think they would be. 
Mr. LONDON. But they would be justified in opposing it, would 

they not? 
Mr. RICHARDS. NO, I do not think they would be. 
Mr. LONDON. In other words, the 600 men should say, " Yes, we 

will lose our jobs, but it will ultimately promote efficiency in the 
industry and we will sacrifice ourselves on the altar of efficiency." 

Mr. RICHARDS. The justification comes in this way, no man is justi- 
fied in coming to me and saying " You can get $10 a day in the ordi- 
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nary occupations, and I want yon to work for me for $5 a day." 
There is no justification in that. 

Mr. LONDON. DO you realize that the application of the word 
science to these individual factories is rather wronjj under the cir- 
cumstances? Science deals with big propositions, propositions 
affecting society as a whole, and not propositions affecting individual 
shops ? 

Mr. RiciiAFDs. I am willing to concede that. I am not anxious to 
pi'eserve the tei-m. 

Mr. LONDON. You are in favor of any method of efficiency that will 
promote the productivity of laboi-, hut you do not concern yourself 
with the (H'estion to what extent it will affect a worker, so far as his 
retaining his employment is concerned? 

Mr. EiciiAiJDs. I can not answer that yes or no, because I do not 
think it is against the workers intores-t to develop ctficieney. 

Mr. LONDON. Let us assume that idtimatcly every method that 
promotes efficiency  

A[r. RiciiAUDs (iiiteri)( sing). You have put up a preposition 
that I do not believe in. as I do not think there are any 1,000 men 
who are so inefficient that they can have their power to increase 
their productivity worked over 200 per cent. Gen. Crozier spoke of 
one instance. 

^fr. LONDON. AS applied to a particular industry. 
Mr. KKATINO. My impression is that Gen. Crozier had an indi- 

vidual in mind. 
Mr. RiciiAims. I think so. That cmild not be so with 1,000 men. 

If it were so, it would be a wicked arrangement of Govei-nment 
management. We have been interested in in\ estigating a gocd many 
Government activities and activities in other lines. 

Mr. LONDON. I want to ask you just one more queslion. I am 
asking these questions as a legislator, and as legi-slators we should 
take our task seriously. We are not dealing with small matters. 
We are dealing with big prepositions. 

In working out yoiu- scientific metheds of management you seek 
to adopt plans which will result in using the best tools, the best ma- 
chines, and the best material, so that efficiency may l)e promoted to 
the highest possible extent; is that not true? 

Mr. KICHAKDS. Yes. 
Mr. Ix)NDON. And you take care of every machine, do you not? 
Mr. KICIIAKDS. Certainly. 
Mr. LONDON. DO you provide any method of taking care of the 

human machines engaged in work? 
Mr. IviciiA.KDs. You mean do we lay out any plan for retiring 

labor when it has reached the end of the chapter? 
Mr. Ix)NnoN. No. Do you start out with the idea of paying 

enough wages to enable a man to live a man's life? 
Mr. RICHARDS. Of course, the wages we start with primarily are 

based on the law of supply and demand in that location. 
Mr. LONDON. Exactly; so that you start out with the law of 

supply and demand. 
Mr. RKIIARDS. Yes. 
Mr. LONDON. That is the only ethical cede you recognize? 
Mr. EICHAKDS. That is the only practical thing we can do. 
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Mr. LONDON'. The only practical thing? 
Mr. RiciiAiiDS. Yes. 
Mr. LONDON. If the wage is so low that a man can not live dc- 

ceintly on it, yon do not pay him more than that, do yon? 
Mr. RICHARDS. Yes. 
Mr. LONDON. YOU do? 
Mr. RICHARDS. I do lu t mean \vc do it without any regard to the 

results we secure, no. But we give him every opportunity to increase 
that amount by developing his own ability. 

Mr. LONDON. YOU start with the law of supply and demand? 
Mr. RICHARDS. Certainly. 
Mr. IvONDON. You do not start with the law of supply and de- 

mand when yon deal with an ordinary machine, do you ? 
Mr. RICHARDS. YOU mean whether we pay more for a machine 

than it is worth? 
Mr. LONDON. You use a certain machine; you keep that machine 

in g( od order. You supply it with a sufficient amount of oil, do you 
not? 

Mr. RICHARDS. Yes.   I see what you are getting at. 
Mr. LONDON. YOU supply it with a sufficient amount of oil? 
Mr. RICHARDS. Yes. 
Mr. LONDON. YOU do not give it less than the machine needs? 
Mr. RK HARDS.  No. 
Ml'. LONDON. YOU are not applying the law of supply and demand 

there? 
Mr. RICHARDS. No. 
Mr. LONDON. But when you deal with the human machine, the 

question whether the human machine has sufficient oil to continue 
living does not interest you, does it? 

Mr. RICHARDS. Of course, if a man or a group of men showed up at 
any factory conspicuously in need of sustenance tiiey would get it, 
undoubtedly, but to ask me whether I would recommend that the 
manufacturer shall go back and investigate all branches of the family, 
we do not do that.   That is the manufacturer's business. 

Mr. LONDON. But do you start out with the idea that you must 
supply the worker with enough to live on; that is what I want to 
know ? 

Mr. RICHARDS. Of course we do. 
Mr. LoNnoN. How do you do that, when you rely upon the law of 

&up])!y and demand? 
Mr. RICHARDS. Because in this country tiie law of supply and de- 

mand does not apply.   The trouble is to got the people. 
Mr. LONDON. So there are not enough mechanics, according to 

your idea? 
Mr. RICHARDS. I think that is a safe statement of the conditions 

in this country. Certainly at the present time the need is to develop 
the capacity of every man. 

Mr. IJONDON. That is the result of war conditions, is it not? 
Mr. RICHARDS. Yes, the war affects it to a great extent. 
Mr. LONDON. I am speaking of the condition of 3'our science which 

existed before the war. Did that condition exist before the war, 
also? 

Mr. RICHARDS. Do you mean do I Icnow of any instances of any 
men who were working for less money than they could live on? 
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Mr. LoxDox. Was the supply of labor less than the demand for it? 
Mr. EicHAKDS. Not very much; a little bit. 
Mr. LONDON. It was therefore safe to leave the determining of the 

wage to the law of supply and demand? 
Mr. EiciiARDS. Of course, you realize you are talking to me, and 

I am always acting in an advisory capacity, and I can not act the 
good Samaritan with my client's money. 

Mr. LONDON. What I want to know is this: Does the employer 
Avho engages a consulting engineer engage him to advise him how to 
reduce the cost of production? 

Mr. RICHARDS. Yes. 
Mr. LONDON. Only that and nothing else? 
Mr. EiCHARDs. No. 
Mr. LONDON. Of Avhat does the work of a consulting engineer con- 

sist? 
Mr. RICHARDS. Increasing the individual capacity of the workmen, 

and dividing the results. 
Mr. Ix)XDON. Di\iding the results? 
Mr. RICHARDS. Yes, and looking after the manufacturer to see 

that he gets at least half of the resulting benefit, and give to the 
workman his share in reward for his increased efficiency and in- 
creased productivity. 

Mr. LONDON. Y'on divide the result between the employer and the 
employees? 

Mr. RICHARDS. Precisely. 
Mr. LONDON. In order to give the worker an increased wage and 

increased compensation? 
Mr. RICHARDS. Prec'sely. 
Mr. LONDON. AS long as you are interested in giving the worker 

an increased wage, you should be interested in knowing what the 
basic wage is? 

Mr. RICHARDS. Certainly. 
Mr. LONDON. And your basic wage is determined by the law of 

supply and demand? 
Mr. RICHARDS. Certainly. 
Mr. VAN DYKE. I notice you sa'd it was determined by the law 

of supply and demand in the localities? 
Mr. RICHARDS. Yes. 
Mr. VAN DYKE. Are there any cases at any time where an employer 

will create a larger number of workers in the locality than there is a 
demand for? 

Mr. RICHARDS. You mean intentionally? 
Mr. VAN DYKE. Intentionalh'; yes. 
Mr. RICHARDS. I have never seen any instance of that. 
Mr. VAN DYKE. A great number of cases of that kind have been 

mentioned, and it has been said that it is to the benefit of the em- 
ployer to bring into the community more than a sufficient number 
of employees for the work in that locality? 

Mr. RICHARDS. There is no doubt in the world that the distribu- 
tion of informatifin in regard to the payment of $5 a day to the 
employees of Henry Ford's automobile factory flooded Detroit Avith 
labor, I think very much to the injury of labor itself, and certainly 
to the embarrassment of Mr. Ford's employment department. 
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Mr. VAN DYKE. But he did not have the ulterior motive of pound- 
ing down the price of labor, when he set a minimum wage of $,) a 
day? 

Mr. EiciiARDs. ITe got a large field of applicants from which to 
select all the men he wanted. 

Mr. VAN DYKE. But it was not for the purpose of pounding down 
the wages? 

ATr. RuirAnDS. No. 
Mr. VAN DYKE. That is the question I desire to ask. 
Mr. EicnARDS. No, it was not for that purpose. 
Mr. NOLAN. I understood you to say in starting out that scicnt'fic 

management tended to increase the earnings of mdividuals s^) that 
they might have more m<-ney to provide a better method of living for 
their fnmilios.   Is that right? 

Mr. RICHARDS. Yes, sir. 
Mr. NOLAN. Docs scientific management also contemplate incrcps- 

mg the prodiictivitv of the worker to a considerable extent? 
Mr. RICHARDS. That is necessary to the increa.se cf his earnings. 
Mr. NOLAN. Because as production is increased, and as this system 

is installed generally it tends to increase the ]>rnductivity of workers 
in every line of industry to a great extent, is that not likely to be 
followeil by the laving off of a goodly number of men? 

Mr. RICHARDS. Not unless that section of the country was boarded 
up so that the product could net get out. 

Mr. NOLAN. Suppose we take normal times, and not abnormal 
times, when production is increased to a considerable extent under 
this system, would that not mean the laying off of a goodly number 
of workers in industry? 

Mr. RicirARDS. It would be very hard to answer that. I would 
like to say yes, because you evidently expect me to. It fluctuates so 
that the volume of any one trade rises and falls according to the 
demand, but I do not think that will bo the history here. 

Mr. NOLAN. AVhy do you make provision under your system for 
greater eariiings for a number of men in industry, so that, as yon 
say, thoy might have a better wage or better salaries in order that 
they may better take care of their families? Is anv thought given 
(o the man who is sho\ed ( ut of employment, or to his family? 

Mr. RICHARDS. To answer the first part of the question—Why do 
we do this—I say it is to stimulate production, of course. In the 
operation of the ordinary premium plan we do not necessarily shove 
out a man who does not earn a premium, but in any line of busi- 
ness thei'e is nothing in the world that will )»oM a poor man in his 
job if the employer does not want him. 

Mr. NOLAN. I am not particularly asking this question concern- 
ing t!ie poor man. In stmndating production you stimulate it 
largely when you go through a factory with your scientific manage- 
ment? 

Mr. RiriiAuns. Yes. 
Mr. NOLAN. If there is < nly a certain nmr;unt of work to be done 

in industry, and one individual can accomplish 50 per cent more 
under scientific management than he could formerly accomplish 
under the old system, it necessarily means the laying off of a large 
number of workers? 

Mr. RICHARDS. Yes. 
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Mr. NOLAN. YOU are not concerned ubout thnt erd of it? 
Mr. liiciiARDs. No. In cur position we are not the employers. 

We are only advising the employer. 
Mr. NOLAN. I wanted to bring that out in connection with your 

statement that you are not expected to play the part of the (lood 
Samaritan with your client'.s money. 

Mr. RICHARDS. There you have it. 
Mr. NoL.\x. Yiiu are not giving any crnsider.itirn to the ultimate 

effect of scientific management as applied generally to industry in 
this country—that is. as to what will become of the surplus labor 
that is put upon the labor market after scientific management is 
generally applied. Tliat is net a part of your system? You do not 
give any thought to that? 

Mr. RicifARDS. No. We might be employed by a client to give at- 
tention to that very thing; but we have not been, and we would not 
expert to be. 

Mr. NOLAN. Under scientific management—have you taken up that 
proposition at all?   Have you given any thouglit to it? 

Mr. RiciiARns. AVe have not had occasion to. 
Mr. NOLAN. YCU heard sfm? of tiie gentlenipn who were here 

opposing this measure, who are efficiency engineers: you heard them 
testify that it was a case of the survival of the fittest. Do you sub- 
scribe to that doctrine? 

Mr. RICHARDS. Always, everywhere. 
Mr. NoLiVN. No matter what the idtimate effect might be upon 

society ? 
Mr. RICHARDS. I do not think that can bo overcome. 
Mr. NOLAN. You give no consideration to that at all? 
Mr. RICHARDS. I would not put it that way. 
Mr. NoiAN. I understood from your statement a moment ago that 

as an efficiency engineer j'ou are not called upon to .solve that 
problem. 

Mr. RICHARDS. No. I say we would not expect to be employed to 
solve th it problem. Jk- mannfacturei' might employ us for that pur- 
pose, and in that case we would serve him gladly. 

Mr. NOLAN. In dem;;nstrating scientific management, do you take 
that up with the employer and discuas it with him? 

Mr. RICHARDS. Yes. sir: but there has not been any occasion to do 
that lately, because labor has been pretty fully emplov'ed. 

Mr. NOLAN. Let us go back a few years. Let us go back to the 
latter part of 1007, and from that time up until 191,3. During that 
time tiiere was a great period of unemployment in this country, and 
scientific management was in vogue at that time. You were applying 
the system to industry at that time, were you not? 

Mr. RICHARDS. Certainly. 
Mr. NOLAN. Then you did have a period when there was a great 

surplus in the labor market, a great number of unemployed, an! the 
problem at that time was to find employment for those people. Many 
communities in this country had given thought to that in the way of 
raising funds to provide work, and in some instances they even fed 
the men. Did the efficiency engineers give any thought to the welfare 
of these people at that time? 

Mr. RiciLVRDS. Our office did not. 
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Mr. NoLAx. Do you know of any concern which demonstrates this 
system of scientific mannpcment that did do that? 

Mr. RiCHAiiDS. No; I do not. 
Mr. NoLAx. Do you employ time study men? 
Mr. RiciiAnns. No. 
Mr. NoLAx. Do you furnish them to the manufacturers? 
Mr. RiciiAnns. We have not had occasion to do that. 
Mr. NoLAx. Do you use a stop watch in your business? 
Mr. RiciiAKDs. Very little. 
Mr. Noi,Ax. Do you know anything about the training of time 

studying men who are studying to qualify for futuye positions of 
that kind? 

Mr. EiciiAnos. Yes. 
Mr. N01.AX. Will you give the ccmmittee an idea of what that 

ti'aining is? 
Jlr. KiciiARDS. It is not very intricate. It is a mere matter of cal- 

culating, stinetimes through a very short period, the capacity of a 
machine and the efforts of the man who is working on the machine, 
and sometimes that is done over quite a little period of time. From 
that is calculated what might be expected from that group of men, or 
from a man and his helper working on a machine, and in the absence 
of any better information, it is a good basis. It is a necessary basis 
for establishing what might be termed the measure of a man's ability. 

Ml-. NoLAX. It is quite an important position, is it not, to take 
time studies and make observations? 

Mr. RicnAiius. No.   It is generally done by juniors. 
Mr. NoLAX. Then you do not consider it necessarj' to have a high 

class, practical man to take a stopwatch and make the obsenations 
necessary to get the correct time? 

Mr. RiCHAiiDs. I should not consider it was necessary. 
Mr. NoLAX. In that connection, have you run across, in the appli- 

cation of the stop-watch and in the matter of time studies, any serious 
mistakes on the jiart of the man who makes those studies, whom you 
say need not be a very high class man? Have you run across any in- 
stances where such men have made serious mistakes? 

Mr. RiciiARos. I do not remember of an instance of that sort. We 
have done very little of it. 

Mr. NoL.\x. Do you know whether time-study men generally are 
trained to make complete studies of the human element involved? 

Mr. RICHARDS. Mr. Valentine was on our staff for sometime. Mr. 
Vak'Utine practically makes a business of that. 

Mr. NoLAX. You do not know, Mr. Richards, in any way whether 
the time study mentioned generally, which the efficiency engineers are 
making, includes fatigue studies? 

Mr. RitiiARas. I do not luulerstaml they do. I do not know any- 
thing about it, Mr. Nolan.   We do not. 

Mr. NoLAx. You do not? 
Mr. RICHARDS. NO. 
Mr. NdLAX. Did it ever occur to you that these fatigue studios 

would be essential to the success of this system eventually? 
Mr. RICHARDS. YOU realize that you are sjieaking of a system that 

we are not jjracticing. We are not, you understand, installing what 
is known as the Taylor system, but we would not object to it and have 
not seen any reason to object to it. 
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Mr. NOLAN. I understood yon to make the statement here, Mr. 
Eichards, that you did not consider the stop watch a very important 
factor in scientific management. 

Mr. RiciiAiiDs. We do not. 
Mr. NOLAN. YOU heard the statement of gentlemen here that it was 

absohitely necessary to have it, did you not? 
Mr. RiCHAi!DS. If that is so, I do not agree with them. 
Mr. NOLAN. In proceeding along this line of ir/piiry, Mr. Chair- 

man, I want to l;e understood as not objecting to individuals or or- 
ganizations in this country seeking to use what I consider their rights 
and prerogatives in petitioning Congress, either direct or through 
other organizations, and circularizing the coimtry. I do not know 
but that it is a pretty good thing to have that right. I want to ask 
some questions of Mr. Ricliards about something that has transpired 
hei-c in relation to soliciting funds. 

Mr. NOLAN. YOU have testified here that you were selected as 
one of the committee of ten. 

Mr. RICHARDS. Yes, sir. 
Mr. NOLAN. And were designated to solicit funds for that com- 

mittee. 
Mr. RICHARDS. Yes, sir. 
Mr. NOLAN. Were the men who attended that meeting mostly all 

efficiency engineers or men that were engaged in the business of 
scientific management? 

Mr. RICHARDS. NO. 
Mr. NOLAN. Were there any organizations of employers? 
Mr. RICHARDS. There were a great many employers. 
Mr. NOLAN. Were there any organizations of employers repre- 

sented ? 
Mr. RICHARDS. NO. 
Mr. NOLAN. Have you had charge of the sending out of letters, 

Mr. Richards, from your office? 
Mr. RICHARDS. Yes, sir. 
Mr. NOLAN. All of the letters? 
Mr. RICHARDS. Yes, sir. 
Mr. NOLAN. How many letters requesting funds have been sent 

out? 
Mr. RICHARDS. About 500. 
Mr. NOLAN. Did you consider any particular line in sending them 

out? Did you pick out individuals or were suggestions made to you 
regarding how they should be sent? 

Mr. RICHARDS. We got a list somewhere; I do not remember where 
it came from. 

Mr. NoL.\N. Did it come from the National Association of Manu- 
facturers? 

Mr. RICHARDS. It did not. I would like to say right here that Mr. 
Emery is not retained by the committee. 

Mr. NOLAN. Are you still sending letters out? 
Mr. RICHARDS. We have not sent any more. 
Mr. NOLAN. IS all the money turned into your office? 
Mr. RICHARDS. Yes. 
Mr. NOLAN. HOW much money have you collected? 
Mr. RICHARDS. Three hundred and thirty-five dollars. 
Mr. NoL-\N. Three hundred and thirty-five dollars? 
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Mr. RICHARDS. Yes. 
Mr. NoL.\N. I have a letter here tliat has been incorporated in the 

record under date of March 21. It is on the letterhead of Glenn 
Rifliards & Co.. 43 Wall Street, and it is addressed to Mr. John W. 
Powell. 581 Harvard St. NW., Wa.shington, D. C. Did you dictate 
that letter? 

Mr. RICHARDS. Not each letter. 
Mr. NOLAN. That is, the form. 
Mr. RicHARD.s. Yes, sir, the general letter. 
Mr. NOLAN. I note in the first paragraph on the second page of the 

letter a statement to the effect that the next step planned hy the pro- 
ponents of this legislation is an act to restrict the Government offices 
from buying any materials or supplies which have been manufac- 
tured by any shop em]iloying modern efliciency methods, and that, 
following direct legislatii n, both of these ends may be offered by 
riders on the appropriation bills, as was done at the last session. 
Can you tell us. Mr. Richards, what information you have had at 
vour command that prompted you to say that the proponents of this 
legislation, whccvcr (hey may be—I do not know whom you referred 
to—]iropo.sed to restrict the fioverninent of the United States from 
buying materials or supplies which had been manufactured by any 
shop employing modern efficiency methods? 

Mr. RicHAi!i)s. That was net based on any information we had. 
That was simply the opinion of tlie committee. 

Mr. NOLAN. It states that the next step planned by the pro- 
ponents of this legislation is an act to restrict  

Mr. RuiiARDs (interposing). The language is unfoitunate. It 
was simply the opinion of the conwnittee that that would be the next 
step. 

Mr. NOLAN. Did you give any thought to that language when yon 
put it in your letter? 

Mr. RICHARDS. Certainly I did. I did not mean to purposelj' 
misstate it. 

Mr. NOLAN. It is rather misleading, isn't it? 
Mr. RICHARDS. I realize from the point yi.u make, that it would 

have been a little more fortunate if a different word had been used. 
Mr. NOLAN. Have you any information at all that anybody con- 

tem])lates introducing legislation of that character? 
Mr. RicHAims. No. except that that would be the logical thing, in 

our judgment. 
Mr. NOLAN. That is all. 
Mr. KKATING. DO you wish to ask any questions of Mr. Richards, 

Mr. Van Dyke? 
Mr. VAN DTKE. Yes. You understand, Mr. Richards, that I am 

looking for information relative to the systems that ha\e been used 
and are being adopted more and more each j'ear in the Government 
service. As I view this bill, of course, it has to do with Government 
employees. In asking some ether witnesses questions along this line, 
they have admitted on the stand that even if the bill were passed 
there is nothing in the provisions of this bill which would prohibit 
nny private employer from going ahead with his system as hereto- 
fore. 

Mr. RiCHAEDS. Certainly.   
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Mr. VAN DYKE. A great deal of stress has been placed upon tlic 
methods in that branch of the Government service iciiowu as the na\y 
yards and arsenals; in fact, most of our heai'ings have been along 
the line of machines and so on. Yon realize that the (Jovernmeiit 
has a large number of employees who are not employed in those 
shops, but whom the provisions of this bill would affect. Kor in- 
stance, we have something like .30.000 employees in the arsenals and 
navy yards, and in one other branch of the service, the postal brancli, 
we have something like 130,000, to state the number conser\atively. 
Do you know anything aboiit the system employed at the present 
time in the postal branch of the United States? 

Mr. RiciTAiiDs. No, personally I do not. 
Mr. VAN DYKE. They have a system there which would take in 

the different branches. The post-office clerks' testimony lias been 
offered to us, where they have desciibed galleries in the post-oHico 
building through which the inspe;'tors time the men. They also have 
another system, of an overseer going up to a man who is woi'kiiig in 
the letter case and timing him as to the number of letters that he 
handles in a specified time, holding the watch en him and telling him 
to speed up; and if he has established a standard, then he is sup- 
posed to do as well as that or even better throughout all the rest of 
his eight hours' work. And eveiy other man in the oilice is su]i- 
posed to do as well as he does if he is used as the standard, as is 
the case in a great number of tests. What do von think of a system 
of that kind ?   " 

Mr. RiCHAHUs. I think the system is all right, but it can easily be 
abused. 

Mr. VAN DYKK. VOU understand that the provisions of this bill 
aim at the abuses entirely of the system of getting the work out of 
an employee which he is supposed to do for the wage which he re- 
ceives. That, in my opinion, is the only reason why the provisions 
of the bill would be of any benefit at all to the employees. 

Mr. RICHARDS. You realize that it does not seem to me that that is 
going to be the operation of the bill. 

Mr. VAN DYKE. Absolutely. 
Mr. RICHARDS. It is going to prohibit everything. 
Mr. VAN DYKE. It is going to prohibit everything except a reason- 

able time study in the Government shops. 
Mr. RICHARDS. Yon realize, the way the bill is worded, it woidd 

be impossible for a man to get the necessary information to even 
establish a cost sy.stem? 

Mr. VAN DYKE. That is not my umlerstanding of the bill as it was 
discus.sed at the  last meeting. 

Mr. RICHARDS. That is only my opinion of it. 
Mr. VAN DYKE. Yes. Now, we have another system. We will take 

the Railway Mail Service branch where we have a 100 per cent effi- 
ciency night. They take one of the heaviest nights in the week—we 
will say Friday night—when they have the most mail, and they 
determine the number of men necessary to complete the distribution 
of that night's mail on that special run. Then they will arbitrarily 
fix Saturday nisrht, which is probably a 100 per cent night; but 
when the mail falls off on Sunday they will place that at 50 or 00 
per cent, and reduce the crew proportionately.    If connections are 
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misEed and there is an overflow there is a less number of men to take 
care cf, probably, the same volume of mail on Sunday night. But 
there is no ojjportunity to get an adequate number of men to handle 
the mail, consequently the public will suifer. Do you believe that 
any system of that kind is a good system, not only for the employees, 
but for the public in general? 

Mr. RICHARDS. The way you state it, of course, I would disapprove 
of it. 

Mr. VAN DYKE. Then, also, there is the system which probably 
more closely resembles your bonus system, wjiich is called the plus 
and minus system—a system of rewards and demerits. They have 
one way in which a man may gain 500 plus points for his record, but 
they have, I think it is, either five or si.K methods in which a man may 
receive 500 minus points, and 700 minus points are sufficient for dis- 
missal. Do you believe any system where a man can obtain in only 
one way 500 merit or plus points, and five or six ways in which he 
can obtain 500 minus points, is a fair and equitable system? 

Mr. RICHARDS. I do not think you ought to ask me that question 
unless I had a chance to study the system. That is entirely too 
intricate. 

Mr. VAN DYKE. AS a general thing, it is the same as putting into 
eflFect any kind of system. 

Mr. RICHARDS. I do not think the number of points that a man 
might make would have any bearing ujjon it. However, I would not 
want to answer that question withcut giving it some study. 

Mr. VAN DYKE. If a man, as under this system, has to risk his 
life to obtain 500 points, or to gain 500 points, he has to defend the 
mail at the risk of his life and, on the other hand, gets 500 minus 
points for making a false statement to a superior official—do you 
think that is fairs 

Mr. RICHARDS. That is the only way he can get a reward? 
Mr. VAN DYKE. That is the only way he can gain 500 points. 
Mr. RICHARDS. Upon that statement, it is certainly wrong. 
Mr. VAN DYKE. There are other reasons for supporting a bill of 

tkis character-than simply giving consideration to the merits of the 
bill as it I'elates to private employers of the country. We maintain 
abuses in the Government service that should be rectified. 

Mr. RICHARDS. That is no reason, in my mind, why you should 
support this l)ill, because this bill docs not get at that at all. but it 
does sweep out of existence something the (lovernment should have. 

Mr. VAN DYKE. There is the stop watch or time-measuring sys- 
tem. 

Ml-. RICHARDS. You absolutely need some time-measuring system to 
get along. 

Mr. VAN DYKE. Every man who has appeared upon the stand has 
cheerfully admitted that if the bill went into effect it would not affect 
his factory. Mr. Towne, of the Yale Manufacturing plant, stated 
that he could go on and continue to do business in the same way. 
whether this bill was passed or not. 

Mr. RICHARDS. This bill does not aim at private property. 
Mr. VAN DYKE. That is Avhat I wanted to bring out. 
Mr. KEATING. What industries has your firm been "standardizing," 

if that is the correct term to use? I mean, in what industries has 
your firm introduced the so-called scientific management? 
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Mr. EicHARDS. Steel plants, nutomobile factories, paper mills, tex- 
tile mills, shoes. My imagination stops there. We have had a lot of 
them. 

Mr. KKATIXG. Are all shoe factories operating imder this system ? 
Mr. RICHARDS. I should not think so. 
Mr. KEATING. YOU should not think so? 
Mr. RICHARDS. NO. 
Mr. KEATING. What percentage of the shoe factories of the coun- 

try are under scientific management? 
Mr. RICHARDS. I should not like to make a guess of greater than 15 

per cent. 
Mr. KEATING. Have the factories representing the 15 per cent 

adopted the same system ? 
Mr. RICHARDS. Oh, no.   There are no two alike. 
Mr. Keating. Under scientific management there is no definite or 

well-defined system which must be adopted as a whole? 
Mr. RICHARDS. NO. 
Mr. KEATING. In introducing the system is it the custom for em- 

plo3'ers to engage engineers who have devoted study to a particular 
system and get them to go into their plants and standardize and 
regulate the plant? 

Mr. RICHARDS. I think a great many manufacturers do much the 
same thing without any assistance from the outside. I think Mr. 
Feiss testified here the other day that he had no assistance at all from 
tlie outside; yet he has a very highly developed factory. 

Mr. KEATING. Each employer determines for himself whether he 
wants to introduce a system or not? 

Mr. RICHARDS. Surely. 
Mr. KEATING. DO you know of any shoe manufacturer who is not 

operatin"; under scientific management that has an efficient, well- 
ma nagecf factory ? 

Mr. RICHARDS. I do not know. 
Mr. KEATING. DO you know of any shoe factory which is not 

operating under scientific management which is able to compete with 
those factories that are under scientific management? 

Mr. RICHARDS. I said I do net know. I am not at all sure that 
1 can answer differently. You understand that the factories that 
do not come to us we know very little about. I think there is a 
factor}' in St. Louis which I do not believe has ever had an efficiency 
engineer that is making a very large number of cheap shoes; but I 
also understand that their less and gain account is net very satis- 
factory, and they are not in very good standing; but they do a very 
large business. 

Mr. KEATING. YOU would not say to this committee, however, that 
there were no large shoe factories in this country which Avere operat- 
ing without this so-called scientific management? 

Mr. RICHARDS. I would not say there were none? 
Mr. KEATING. Yes, sir. 
Mr. RICHARDS. I certainly would not; no, sir. 
Mr. KEATING. There are some business men of recognized stand- 

ing who have achieved marked success in the business world and 
have succeeded in conducting his business without scientific manage- 
ment in competition with shops which had adopted scientific man- 
agement ? 
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Mr. RICHARDS. Yes. 
Mr. KEATING. YCU appreciate that the rehition between the Gov- 

ernment and its employees is scmewhat different from the relations 
between the ordinary employer and his employees? 

Mr. RICHARDS. I think I realize that; .ves. 
Mr. KEATIXO. YOU can appreciate that the Government has a 

more direct interest in conserving the human machine than the ordi- 
nary employer has? 

Mr. RICHARDS. I do not like to say that: no. 
Mr. KEATING. The ordinary employer has a very direct and vital 

interest in conserving his ordmary machinery, hasn't he? 
Mr. RICHARDS. Yes, sir; certainly. 
Mr. KEATING. He has his capital invested in that ordinary ma- 

chinery, hasn't he? 
Mr. RICHARDS. Yes, sir; certainly'. 
Mr. KEATING. If one of his human machines were to break down 

and become incapacitated, he could go out into the market and get 
another man to replace him without increasing his capital? 

Mr. RICHARDS. Surely. 
Mr. KEATING. But when the Government loses an efficient human 

machine, it is short one efficient human machine, and the Govern- 
ment's capital is reduced thereby one efficient machine. 

Mr. RICHARDS. I can not follow you on that. I can not see that 
the Government is net in the same position as the private employer 
when it comes to going out into the labor market and getting a new 
man. 

Mr. KEATING. The Government has a direct interest in the well- 
being of its citizens, their health, their mental and physical strength. 

Mr. RICHARDS. Peculiarly in relation to its manufacturing? 
Mr. KEATING. Oh, no; in relation to its very existence. 
Mr. RICHARDS. I will say " yes " to that, of course. 
Mr. KEATING. There is no dispute about it, Mr. Richards, is 

there ? 
Mr. RICHARDS. NO. 
Mr. KEATING. That the very existence of the Goverimient is de- 

pendent upon the number of efficient citizens living under that 
Government? 

Mr. RICHARDS. Surely. 
Mr. KEATING. Therefore, the Government as an employer has, in 

addition to the interest that the ordinary emphiyer has in increasing 
the pnidiictivity of its employees, the additional interest that it 
wants citizens who are strong, mentally and physically, for other 
purposes than that of merely producing shoes, for instance. 

Mr. RICHARDS. Yes. 
Mr. KEATING. You will agree with that proposition, will you, Mr. 

Richards? 
Mr. RICHARDS. Certainly. 
Mr. KEATINO. Then the Government might have a very selfish 

interest in being something of a Good Samaritan to its emjiloyees. 
Mr. RICHARDS. Yes, I think so.   I think it is, as a rule. 
Mr. KEATING. NOW, Mr. Richards, the introduction of .scientific 

management, as I understood your testimony, involves a very funda- 
mental change in the method of compensation of workmen, doesn't it? 
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Mr. RICHARDS. Yes, sir. 
Mr. KEATING. For centuries, broadly speaking, the working man 

has been paid on the basis of a day's wages, and your proposition is 
that he shall be paid what is practically a modification of the piece 
system-is not that true? 

Mr. RiCHARus. Yes, an amplification of the piece system. 
Mr. KEATING. And it involves a fundamental, what might almost 

be called a revolutionary, change in the system of compensating 
workmen, does it not? 

Mr. RICHARDS. NO doubt about that. 
Mr. KEATING. Then, as an efficiency engineer, and as a business 

man of experience, don't you feel that as large an employer as the 
United States Government should give very serious thought to the 
question before it imposes upon its employees a revolutionary 
change? 

Mr. RICHARDS. NO doubt about that. 
Mr. KEATING. As a business man, wouldn't you expect your super- 

intendent, if he thought that it would be a good thing to introduce 
this system into your plant, to come to you first and go over the 
whole matter with you and satisfy you that this was a good thing 1 

Mr. RICHARDS. Surely. 
Mr. KEATING. You would not approve the conduct of a superin- 

tendent who introduced the system first and then came to you and 
asked you to examine into the merits of the system, wovild you ? 

Mr. RICHARDS. Not in a situation like you suppose. If I was the 
owner of the business, I should expect him, of course, to consult me. 

Mr. KEATING. That is the situation as we see it. Here is the 
United States Government, with hundreds of thousands of employees, 
and it is proposed to introduce this system without serious considera- 
tion by Congress as to the advisability of introducing the system. 
Don't you think that before the system is introduced Congress, the 
law-making power, the power that controls the purse strings of the 
Nation, should have an opportunity to con.sider tlie system and deter- 
mine whether this revolutionary change should be made? 

Mr. RICHARDS. Not if you have given that responsibility to some- 
body else. 

Mr. KEATING. Suppose we had not given that responsibility to 
somebody else? 

Mr. RICHARDS. I would say he had exceeded his authority, tiien. 
Mr. BROWNE. What do you know of the Engineering Magazine? 

What magazine is that? 
!Mr. RICHARDS. Why, it is a very prominent magazine devoted ex- 

clusively to engineering. 
Mr. BROWNE. Why I ask you that question is this: I noticed an 

article in there which took exception to a bill introduced by me deal- 
ing with the conditions in the Postal Service of the country. I have, 
whenever I have been in the committee room here, endeavored to 
find out just what the different opponents of this bill, which is sub- 
stantially the same as the one I have just referred to, knew of what 
1 count the abuses in the Postal Service, and I have not yet been able 
to find anybody who has made a study of the system used. 

Mr. RICHARDS. Of course. Price, Waterhou.se & Co., and Deloitte, 
Plender, Griffitli & Co.. made a study of this system, but they prob- 
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ably did not have n better knowledge than anybody else which would 
enable them to criticise it. 

Mr. BROWNE. That is why I ask you to say whether you had made 
a study of the system in the Postal Service. 

Mr. RiciiAnos. I have not. 
Mr. BROWNE. This mapazine objects strongly to the bill I intro- 

duced, and I was wondering whether the editor of that magazine had 
made a study of it or not. 

Mr. RICHARDS. He might have had access to the information 
gathered by Price, Waterliouse & Co., and Deloitte's or their sources 
of information. They did not make a report upon the operation of 
the post office. 

Mr. KEATING. Would it be possible for an employer to use the 
so-called efficiency system in such a way as to oppress his employees? 

Mr. RICHARDS. Yes, Mr. Keating, if he could force his employees 
to work for him. He can not do that; so I must say "no." At 
least nothing we practice or install is anything more than a tempta- 
tion to the man to work. 

Mr. KEATING. YOU are speaking of your own system? 
Mr. RICHARDS. We have not any system beyond the system that 

is developed under our advice. 
Mr. KEATINC!. Are there any two engineers who adopt the same 

system ? 
Mr. RICHARDS. I doubt it. No two engineers have a chance to 

work on the same problem. No two lawyers are both on the same 
side of a case, and if they were, they would not have the same views. 

Mr. KEATING. In the matter of compensating an employee for the 
extra work he may do, this so-called bonus system is merely an effort 
to stimulate the employee? 

Mr. RICHARDS. Surely. 
Mr. KEAITNG. Have any two engineers the same formula for 

bringing that about? 
Mr. RICHARDS. NO two engineers of our staff ever have the same 

formula. 
Mr. KEATING. Outside your organization? 
Mr. RICHARDS. Outside our organization, no two engineers would 

follow our mental operations as a rule. 
Mr. KEATING. YOU said, in the matter of the eight shoes, that the 

workman that made the ninth shoe woidd receive a dollar and a half. 
Mr. RICHARDS. Surely. 
Mr. KEATING. Gen. Crozier figured that on an increase of 274 per 

cent in efficiency the man got SSjf per cent increase in salary. 
Mr. RICHARDS. That is quite a reflection upon the efficiency of the 

Government workmen. 
Mr. KE.\TING. It would seem so. 
Mr. RICHARDS. I do not think that is an exaggeration. I think 

that is more or less true. 
Mr. KEATING. Would it be fair when the employee's output in- 

creases 274 per cent,^ that his salary should be increased only 33J 
per cent? 

Mr. RiciLMJDS. If he was so inefficient previously to that time, 
that would be fair; yes. 
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Mr. KEATING. In offering that as an example, Gen. Crozier did 
not offer it as an example of unusual inefliciency, but as a fair ex- 
ample of results of scientific management. 

Mr. KiciiARDs. That is true; but when you offer a stimulus in the 
Government employ, you will find that much betterment. That 
shows that the work presious to that time was performed at a very 
slack percentage. However, I am talking about .something that I 
don't know anything about.   I have never been in an arsenal. 

Mr. KEATINO. Do you believe it is possible by offering bonuses to 
overstimulate the workman so that he will draw unreasonably upon 
his mental and physical resources? 

Mr. RiciiAKDs. It does not ordinarily happen. I can not imagine 
it would be pos.sible. lie can do that when he is in control of his 
own work, work himself to the point where he can not work any 
longer. 

Mr. KEATINO. If it were shown by actual experience that the offer- 
ing of bonuses and premiums did cause a workman to so exert him- 
self, in order to earn an extra compensation, that he did injure him- 
self mentally and physically, would you be willing to accept that 
testimony ? 

Mr. RICHARDS. Yes, of course. 
Mr. KEATING. YOU would? 
Mr. RICHARDS. Yes; but I would still feel that it was a very small 

percentage of risk. You are under the same temptation exactly. 
You have a reward for your efforts. You work hard; so do I; but 
there is no obligation on us to work ourselves to death so that it will 
put us back. 

Mr. KE^^TINO. Is there not a little difference in our case? Your 
salary for to-day, for instance, does not depend upon the exact 
amount of work which you perform to-day; neither dees mine; 
neither does Gen. Crozier's. Gen. Crozier's eventual promotion may 
depend upon the work done by him to-day, to-morrow, and next 
year, but. Mr. Richards, is not that a little different from the man 
who worked yesterday for $1.50, but who to-day finds that if he 
worlcs at top speed for eight hours, he may earn $3? 

Mr. RICHARDS. You are illustrating the bonus plan there, and I 
have been thinliing along the line of the premium plan. There is a 
little difference there. The bonus is established upon the plan that 
a man must reach a certain standard; if he does more, he gets more 
compensation.   But in the premium plan there is not that inequality. 

Mr. KEATING. Most of the witnesses who have appeared here favor 
the bonus plan as against the premium plan. 

Mr. RICHARDS. Whether they do or whether they were trying to 
answer with the bonus plan in mind, I do not know; but I would 
not advocate it unless the situation was peculiar, in preference to the 
premium plan. It gives you a little better control of your labor, but 
it is not essential in getting results. 

Mr. KEATING. Y''OU said a certain figure represents a day's pay 
in the bonus system—say $1.50 a day, for illustration. Then you set 
nnother standard, which we will say is $3 a day. If the employee 
run reach that other standard he gets the $3, but if he falls under it 
the hundredth part of an inch, all his work has been for naught, and 
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he falls back to $1.50.   The object of that system is to keep him con- 
stantly struggling to reach that high point, is it not? 

Mr. RICHARDS. Yes, sir. 
Mr. KEATING. Under the premium system he is paid $1.50 for 

turning out eight pairs of shoes and a certain fixed sum for turning 
out each additional pair? 

Mr. RICHARDS. Yes, sir. 
Mr. KEATING. That is the difference between the two? 
Mr. RICHARDS. Yes. sir. 
Mr. SMITH. The purposes of the bonus system and of the premium 

system are to increase the output of the workman, are they not? 
Mr. RICHARDS. To stimulate the man to do his best. 
Mr. SMITH. TO increase the output of the workman? 
Mr. RICHARDS. Yes. 
Mr. SMITH. If it did not do that, the manufacturer would have no 

interest in it, would he? 
Mr. RICHARDS. I think that is true. 
Mr. SMITH. I want to ask if a premium or a bonus is paid to the 

men for the purpose of requiring them to perform, or inducing them 
to perform, more than the ordinary day s work, an ordinary and 
reasonable day's work? 

Mr. RICHARDS. NO. If it was based on an unfair or abnormal 
day's work, the system would falU the employees would Icse confi- 
dence in it, and the manufacturers would be worse off than before. 

Mr. SMITH. In establishing an efficiency system, is it not true that 
they take their best workmen and try to fix him as a standard for the 
clay's work? 

Mr. RICHARDS. Not always; not often, no. 
Mr. SMITH. YOU said something about Mr. Feiss's establishment. 
Mr. RICHARDS. Because he testified here the other day. 
Mr. SMITH. You heard him state he was in favor of seven hours a 

day, of labor? 
Mr. RICHARDS. I should not be surprised. 
Mr. SMITH. Do you reccmmend that in your system—seven hours 

for the day's standard? 
Mr. RICHARDS. I do not think that a man overworks himself work- 

ing eight hours.   I would rather see it seven than nine. 
Mr. SMITH. You are in favor of eight, rather than seven? 
Mr. RICHARDS. I would get better results on the eight-hour day. 
Mr. SMITH. Your idea is that the workman should have two- 

thirds of the increase where he performs more than the ordinary 
dav's labor? 

Mr. RICHARDS. Left to ourselves, we would divide it, half and half. 
Mr. SMITH. Half and half looks very reasonable, I will say that. 

But if it were true that even at a half-and-half rate, there is no 
inducement to the manufacturer to extend tiie employment of his 
workmen. He comes out just the same in the end as if he paid the 
ordinary wages. 

Mr. RICHARDS. NO. I will give you an illustration. Take the 8 
pairs of slues. The factory has overhead for the entire 8 pairs. 
We will say it runs up to $8; sometimes it runs up over that. If a 
man is getting $8 and the manufacturer is also paying out $8 more 
for overhead, and the workman can be stimulated to produce 9 pairs 
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of shoes, for which tlie manufacturer pays him $9.50 for the 9 pairs 
of shoes, the cost of the 9 pairs of shoes is $17.50—tlie compensation 
of the workman $9.50 and overhead $8. These 9 pairs of shoes at 
the old rate wouki have cost $2 apiece; so he has saved 50 cents a 
day. He has paid $8 for overhead and $9.50 to the workman, and 
he has produced $17.50 of products. He is 50 cents in pocket. He 
has that gain, because he has spread that overhead over 9 pairs of 
shoes instead of over 8. 

Mr. SMITH. What do you mean by " overhead ?" 
Mr. RicH^vRDs. Why, the cost of cleaning the factory, the cost of 

the engineers, the cost of fuel burned, the power consumed. The 
actual overhead is 100 per cent of the money paid for direct labor. 
That is a very moderate estimate. Of cour.se, the material cuts no 
figure.   It costs the same in each case. 

Mr. SaiiTH. Overhead charges are more when you are working 
under a premium or bonus system than under the ordinary day's 
labor, are they? 

Mr. RiciiAKDs. You have an overhead charge either way. In the 
case I cited there is a saving of a dollar a day in the overhead charge, 
and the manufacturer gets a part of it, and a part of the benefit goes 
to the workman. In this case he has divided up with his workman the 
difference between $18 and $17, which would be the cost if he had 
paid the workman just exactly $9 for the 9 pairs, because he has 
spread his overhead over 9 pairs of shoes instead of 8. It is a dollar 
saved, and he gives the workman the benefit of half of it and takes 
half for himself. 

Mr. SMITH. It looks pretty complicated to me, but I would not 
dispute it, inasmuch as you have given it great study and so on. But 
it IS true that the manufacturer paid $1.50 for the ninth pair of 
shoes, taking that same illustration. If he got them made for a 
dollar, he would be losing, or if he paid two-thirds of the cost of the 
shoes to the workman and kept one-third for himself it would be to 
his loss to offer a bonus or premium to have more shoes made for an 
ordinary day's work. 

Mr. RICHARDS. Oh, no; it would not. 
Mr. SMITH. I imderstood you to say that you thought the workman 

should have two-thirds of the profit. 
Mr. RICHARDS. I do not think so. If I said that I did not mean it. 

It may be necessary, frequently, to stimulate the workmen. Our 
thought would be half and halt. 

Mr. SMITH. I quite agree with you on that, Mr. Richards. 
Mr. LONDON. You are too frank and candid a witness to let go 

so soon. In competitive industries, the basic wage is determined oy 
competition, is it not? , 

Mr. RICHARDS. Yes, sir. 
Mr. LONDON. Am I right in assuming that? 
Mr. RICHARDS. Surely. 
Mr. LONDON. It will be competition which will determine what a 

fair wage shall be? 
Mr. RICHARDS. Yes. 
Mr. LONDON. If there is a large supply of men and the supply of 

men is larger than the demand, then the basic wage will necessarily 
be small? 
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Mr. RICHARDS. Yes. 
Mr. LONDON. Yes. 
Mr. NOLAN. Yon have attended practically all the hearings of the 

committee in the last several days ? 
Mr. RICHARDS. Yes, sir. 
Mr. NOLAN. YOU have heard the testimony of all the men who have 

appeared here opposing this measure, have you not? 
Mr. RICHARDS. I think so. 
Mr. NOLAN. Some employers who have installed an efficiency sys- 

tem and their efficiency engineers? 
Mr. RICHARDS. Yes. 
Mr. NOLAN. There has been a great conflict of testimony on the 

part of witnesses who have appeared here opposing this measure, 
regarding scientific management, as it is applied. 

Mr. RICHARDS. I think the conflict has been more seeming than 
real. It is rather an intricate subject. It is pretty hard to make it 
absolutely clear. Mr. Dunlap who appeared hei-e—the editor of the 
Engineering Magazine—would have no reason for knowing the oper- 
ation of these principles. He has not been a student, as we have who 
have had to face the workmen and meet the difficulties. 

Mr. NOLAN. Still he is considered an authority sufficient to  
Mr. RICHARDS (interposing). To edit a magazine. 
Mr. NOLAN. TO have a large circulation of his magazine, a great 

portion of which is devoted to efficiency. 
Mr. RICHARDS. Surely. 
Mr. NOLAN, And would naturally be somewhat familiar with the 

various systems, after editing a magazine which took such a keen 
interest in this movement. 

Mr. RICHARDS. Yes. 
Mr. NOLAN. In writing he must be somewhat familiar with effi- 

ciency, from the statements he makes before this committee; isn't 
that a fact? 

Mr. RICHARDS. Yes; I think he thinks he knows it. 
Mr. NOLAN. We will take the other gentlemen who have appeared 

here.   Has there not been a difference of opinion among them? 
Mr. RICHARDS. I think that Mr. Thom made a very clear and very 

lucid explanation of his views, and I think Mr. Feiss was very clear, 
and I did not hear anything that Dr. Kent said that did not sound 
reasonable. Mr. Thompson had some difficulty in communicating his 
views of the bonus plan. I know what he had in mind, and it was not 
so much in conflict with what I have said; but he did have a great 
difficulty in answering what the ninth pair of shoes would cost. 

Mr. NOLAN. If you were sitting on this committee and listening to 
the testimony of efficiency experts who stated their reasons for oppos- 
ing this bill, what would you think of the conflict of opinion on the 
part of efficiency engineers and efficiency experts? 

Mr. RICHARDS. I do not want to subscribe to the statement that 
there has been a conflict of opinion, because I think their opinion, as 
far as that goes, was stated, to the effect that you could not afford to 
advocate this legislation; but their illustrations in answering your 
questions at one time and another show the great difficulty that is ex- 
perienced everywhere in this world in making the language convey 
the thought. 
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Mr. NOLAN. YOU will agree with the proposition that the eight 
pairs of shoes was a simple proposition, will you not? 

Mr. EiCHAims. Mr. Thompson attempted to handle it from the 
standpoint of the bonus plan. I have attempted to handle it from 
the standpoint of the premium plan; and really and truly Mr. 
Dunlap did not know anything about it. 

Mr. NoL.\N. Would you liken the position of the ordinary man 
under the bonus or premium system to the farmer and the mule? A 
farmer put some carrots on a stick in front of his mule and the faster 
the carrots went the faster the mule went, and the mule kept on until 
he died.   Would you liken the average man to the mule? 

Mr. KiCHARDS. If I did, it would fall of its own weight. You 
know that can not be true. 

Mr. NOLAN. Well, we have the testimony of expei'ts who are 
applying this system and who did not agree at all and who could not 
answer simple questions. 

Mr. RICHARDS. I have answered every question propounded to me 
by the committee. 

Mr. NOLAN. You have had the experience of listening to the others. 
Mr. RICHARDS. That is a disadvantage, because it was not leaving 

me anything to say. 
Mr. NOLAN. I think your explanation of the shoe proposition is 

the clearest we have had and the fairest we have had. 
Mr. RICHARDS. Thank you. 
Mr. NOLAN. It is the clearest and fairest. It shows a wide differ- 

ence of opinion. You would pay the man 150 per cent for the ninth 
pair of shoes, whereas other men testified here, who are here as 
efficiency experts, that man would be only entitled to from 33^ to 
50 per cent. How can a system of that kind be satisfactory to the 
workmen of this country ? 

Mr. RICHARDS. I gather that I will have you for a client. You 
will hire me instead of the other fellow. That difference of opinion 
exists all through the profession. 

Mr. NOLAN. All right. Suppose we take Thompson, and he gets 
as a client a large shoe manufacturing company, and you get another 
large shoe manufacturing company for a client, and that competi- 
tion exists between them. 

Mr. RICHARDS. Yes. 
Mr. NoiAN. Suppose you apply your system of compensation, 

bonus or premium, whatever you wish to term it. 
Mr. RICHARDS. Yes. 
Mr. NOLAN. And Mr. Thompson applies his. 
Mr. RICHARDS. Yes. 
Mr. NOLAN. The difference in compensation to the operator for 

the ninth pair of shoes is a difference of from 50 to 150 per cent. 
How long is the man who happens to be your client going to permit 
that compensation to go to his employees? 

Mr. RICHARDS. YOU understand that Mr. Thompson, if he could 
have made himself clear, would pay the same compensation to that 
employee provided he reached the standard; but he could not get the 
language to convey that. We were not so far at variance as it 
sounded. 

Mr. NOLAN. Take Dr. Kent, who is clearer, and an acknowledged 
authority and who has applied a system in his own establishment and, 
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1 presume, in other establishments also. Suppose jfou and Mr. Kent 
had clients in the shoe business and he applied his system and you 
applied yours, how long would your client stand up under that com- 
petition ? 

Mr. EiCHAKDs. What was his testimony? 
Mr. NOLAN. His contention was 50 per cent. 
Mr. RiCHAHDs. For the ninth pair of shoes? 
Mr. NOLAN. Yes. 
Mr. RICHARDS. My workmen would be more contente<l than his, 

I think. 
Mr. NOLAN. The workman undoubtedly would be more content. 

That is conceded. But how about the employer that must meet the 
competition—the employer that you had as a client—-as against Mr. 
Kent's employer or client, if you had to go out on the market and 
compete in a given field ? How long could he carry on the system you 
installed and ])ay this additional compensation? In other words, 
wouldn't it result in that man's having to revise your work? 

Mr. RICHARDS. I do not think so, Mr. Nolan. Of course, in any 
establishments, the premium plan or Dr. Kent's plan either would 
depend upon its fairness. It is easy enough to revise upward. It 
would be pnu'tically imiiossible to revise downward and keep the 
good will and confidence of your men. 

Mr. NOLAN. I am glad you covered that point. That is just what I 
wanted to go to—that there would be dissatisfaction on one side or 
the other. If the one set of men did not get a revision upward there 
would be dissatisfaction there? 

Mr. RICHARDS. Surely. 
Mr. NOLAN. And if the gentlemen you had as clients undertook t-o 

revise downward  
Mr. RICHARDS (interposing). There would be a destruction of con- 

fidence. 
Mr. VAN DYKE. Are you in favor, Mr. Richards, of the piece 

system? 
Mr. RICHARDS. In certain cases; surely. 
Mr. VAN DYKE. Most of the experts who testified here have been 

very strongly against the piece system. 
Mr. RICHARDS. There is nothing to be said against the piece system, 

if a problem lends itself to that solution. 
Mr. VAN DYKE. In another question Mr. Nolan asked you the 

difference in this ninth pair of shoes in the factory where you gave 
the $1.50 premium. You would get more efficiency in that factory, 
would you not, and more men would be after that $1.50, would there 
not, than where they got only $1 or 75 cents? 

Mr. RICHARDS. Surely. 
Mr. VAN DYKE. And you would make more on the amount of 

extra efficiency than you would lose in paying that extra amount? 
Mr. RICHARDS. Don't get the idea that I am paying any extra 

amount. I have made a direct gain of 50 cents there. The overhead 
is just as real as the wages. I have saved $1 and I have divided that 
into two parts, giving 50 cents to the employee and keeping 50 cents 
myself. I can keep that up at the same ratio until every man in the 
factory is working with every bit of efficiency there is in hbn, thus 
giving the factory an increased production; and I can do it with a 
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continued saving and with continued benefit to the employee. And 
that is what I contend is placing the employee in partnership with 
his job, in partnership with his employer. And, gentlemen, that is 
not a trifling question; it is a very serious question, and you can not 
afford to attempt to deprive him of that opportunity, even indirectly. 
You can not put that in the Government workshops and say that it 
does not affect commercial business, 

k Mr. VAN DYKE. YOU can not figure overhead charges in determin- 
ing just how mucli that should be, whether it should bo $1 or $1.2.5 
or $1.50. 

Mr. RiCHAKDs. Yes. This is subject to iill kinds of modification. 
If the emploj'ee had to be given one or more assistants in order to 
get this eniciency, that should be taken into consideration in estab- 
ashing the rate. If the facilities are given the man in the beginning 
and he increases the output, he should be given recognition for tiiat; 
and as a bald illustriiticn that is ])erfectly good. 

Mr. NOLAN. But the fact still remains that Mr. Kent's client 
would receive the nintii pair of slioes at n cost of oO cents, while your 
client would have to pay $1.50. 

Mr. RiciiAitDs. Mr. Kent could not get our rate. The only tiling 
he could do would be to say, "If you will make 11 pairs of shoes, I 
will give you $lii.50," but lie could not do it. I stand baldly upon 
that statement. 

Mr. NOLAN. He would still have a great many years of study and 
application to this subject, as he has told the committee. 

Mr. RICHARDS. I do not want to reflect upon his testiuKmy. I 
have listened to Harrington Emerson at a merchants association 
luncheon, when he would give an illustration of a planer. His illus- 
tration was that the tool was cutting one-sixteenth of an inch, taking 
off one-sixteenth of an inch with each direction of that plane, and 
that 24 inches of that tool is cutting in air for the 4 inches that he 
was actually cutting in the metal, whereas the tool was capable of 
making a three-sixteenth of an inch cut, and that the machine would 
be the same. You could easily work out from that the position of 
making him contend that there was seven or eight times the efficiency 
to be procured. He did not make that statement. That is just an 
illustration of how a man's mind will work. I am not talking about 
Mr. Kent; I nm talking about Mr. Harrington Emerson. 

Mr. NOLAN. That is all. 

STATEMENT OF HON. CLYDE H. TAVENNER, A REPRESENTATIVE 
[• IN CONGRESS FROM THE STATE OF ILLINOIS 

Mr. NOLAN. Congressman Tavenner desires to make a statement. 
Mr. TAVENNER. I just want to make tliis statement because I want 

to be fair to Mr. Richards.   I am .satisfied that in raising this money 
" neither he nor the committee of ten did anything objectionable.   In 

the last Congress there was an investigation into the business methods 
of the National Association of Manufacturers, and Mr. Emery of that 
association seemed to be in charge of the opposition to the bill, and 
I thought that the revelations coming before that committee justi- 
fied me in keeping track of what tliat .same association was doing in 
connection with this bill; and when T read a letter stating that 
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money was being raised to defeat this bill, I though I was justified in 
giving the facts to the committee. I want to say, in fairness to Mr. 
Kichards, that I do not think that he has done anything in the least 
objectionable, and I thought it right that the hearings should con- 
tain a statement to this effect. 

STATEMENT OF ME. CHAELES A. HOWARD, 23 EXCHANGE PLACE, 
NEW YORK. 

Mr. HOWARD. It seems to me the purpose of this bill to protect 
the workman against expending himself unduly, etc. The premium 
and bonus systems offer opportunities perhaps for the unscrupulous 
manufacturer to commit abuses, but the same results could be ob- 
tained on plain day work. I have been in a great many factories, 
and the factory which is driven the hardest of any factory I have 
ever been in employs no piecework, no bonus system, and no pre- 
mium plan. It is straight day work. That means a proposition the 
same as you would have with a bonus proposition without the mini- 
mum. They pay a sufficiently high rate of wages, day work, so that 
everybody in the vicinity wants to work in that plant. They get th6 
pick of the men, naturally. They lay out what they want them to 
do and it is very excessive. They require them to do that and the 
man that puts up an argument against it gets paid off. 

The bonus system, carried out to its extreme limits, could not drive 
a man any more than by plain ordinary day work. 

The stop watch is used principally as a laboratory instrument. 
It is seldom used in the plant, standing over the workman, timing 
him. Its method is more particularly—and its greatest use is—in 
taking the operation that is to be performed and making a laboratory 
study of it before setting the time, or determining what will be a rea- 
sonable time, in which to do or perform that operation. It is also 
extremely necessary in deciding upon the method to be used. Take, 
for instance, the case of planing a plane surface, of iron or steel. 
There are four ways by which this may be done. It can be done on 
a planer; it can be done on the milling machine; or it can be done 
on a surface grinder, or on a shaper. How is the manufacturer go- 
ing to know which one is the best method to employ without experi- 
menting on it in the laboratory? The method to be used varies with, 
every kind of material and every different shape of article. Unless 
you can take some time-measuring device and find out the time re- 
quired, you can not determine the best method. 

Mr. SMITH. Could it not be done by seeing how many pieces he 
had done in a day ? 

Mr. HOWARD. YOU are measuring the time, then. Instead of meas- 
uring it by whole day's work, you can start a man on a job at, say, 
11 o'clock, and determine it from that. Besides, a man in the shop 
does not always work on the same kind of work a whole day or day 
after day. He may start in at 11 o'clock on one job; at 11.30, he 
will have to be transferred to another job, and so on. 

Mr. SMITH. The stop watch is eliminated in that case. 
Mr. HOWARD. Or other measuring device, if you take it through- 

out the whole day. But why continue an operation throughout the 
whole day to determine what may be determined in a comparatively 
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short time? We go into the laboratory and determine in the way I 
have indicated the method to be used, for instance, on work tnat 
will suffice to keep the factory going for six months. The stop watch 
itself we do not use a great deal. Time-measuring devices are used 
in the cost of manufacturing a product. A manufacturer who makes 
a great many products will frecjuently have an employee who will 
start in at 9 o'clock in the morning on one job and at 10.30 will be 
transferred to another job, which he will complete by 11 o'clock 
and then be transferred to another. In that case, one of the most 
important time-measuring devices is the time clock, where a man 
puts a card in and operates the clock and makes a record of the time 
he starts on a job and the time he finishes it. That is the basis of 
finding the cost of a particular job of work. 

If you prohibit the use of that, as this bill does, it will keep the 
Ordnance Department from finding out what a rifle barrel costs. 
There may be several different kinds, and one may cost a little 
more than another; and there ought to be some method for determin- 
ing that point. All those things require the use of it. That is an 
instrument of precision. If we can not use such an instrument of 
precision, factories must be run on guesswork instead of on knowl- 
edge. Every factory is successful pretty well in proportion to 
what the management know about the business and not to what 
they guess about it in general. 

That is all I have to say, gentlemen. 
(AVhereupon, at 1 o'clock p. m., a recess was taken until 2 o'clock 

p. m. of the same day.) 

AFIER  RECESS. 

At the expiration of the recess the hearing was resumed. 

STATEMENT OF MR. JOHN P. FREY, EDITOR OF THE INTERNA- 
TIONAL MOLDERS JOURNAL, CINCINNATI, OHIO. 

The CHAIRMAN. Mr. Frey, wiU you please give your name, occu- 
pation, and residence? 

Mr. FRET. John P. Frey, editor of the International Molders 
Journal, Cincinnati, Ohio. 

The CHAIRMAN. I will state that the system adopted by the com- 
mittee is this: The witness is permitted to make such a statement 
as he sees fit, and then the members of the committee ask such ques- 
tions as may occur to them.   Will you proceed, Mr. Frey? 

Mr. FRET. Mr. Chairman, it might be well that, in the beginning, 
I should give the committee an idea of how I came into the possession 
of the material which I desire to lay before you. 

Owing to the interest that was taken in scientific management, 
the Federal Commission on Indus-trial Relations desired to have a 
special investigation made of the subject They appointed Mr. R. F. 
Hoxie, Ph. D., of the University of Chicago, to make the investiga- 
tion. He was to devote one year's time to the work. Part of this 
work he felt should be the investigation of establishments where sci- 
entific man.agement, so-called, had been introduced. 

He was of the opinion that, as a university man, he would be un- 
able to get at the actual facts tiiat he came into contact with; that he 
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would be unable to give proper weight to the statements that th« 
employees might make to liim, efficiency engineers, or the workmen, 
and, as he desired his report to be one that would stand unchal- 
lenged, he persuaded the Commission on Industrial Relations to 
supply him with two experts. One to be an expert on management, 
not particularly scientific management, and the other to be a trades 
imionist, somewhat familiar with industrial conditions. 

He felt that these two men with him, one playing against the 
other, one preventing the other side from getting away with mit?- 
statements, that he would more readily airive at the actual facts, 
Mr. Robert G. Valentine, who was associated with Mr. Richards, 
was finally selecte<l as the management expert. Before he was se- 
lected his name was submitted to Mr. Taylor, Mr. Harrington Emer- 
son, Mr. Gantt, and a number of others, with the object of discover- 
ing whether he would be satisfactory to them as a representative of 
management, or whether there were any reasons why he would not 
be competent to serve in the capacity in which he was wanted. 

The CHAIRMAN. Are the gentlemen you have named the leading 
efficiency engineers? 

Mr. FitEY. They are leading efficiency engineers, and while I 
would not want to say that they unanimously indorsed Mr. Valen- 
tine, I was given to understand that in no instance had anv of the 
leading efficiency engineers raised any objection to Mr. Valentine's 
appointment. Under those conditions Mr. Valentine was appointed 
as management expert. 

Similar methods used in the selection of Mr. Valentine, who rep^ 
resented employing management, eventually led to my selection, so 
that the three of us spent some time in investigating some 35 indus- 
trial establishment, in which some feature of scientific management 
had been introduced and was then in operation. In the investiga- 
tions that we made of some of tho.se plants it was iinpossil)le for the 
three of us to be there. On several occasions Mr. Valentine was 
absent; but we kept in continual touch with each other. 

I think it might also be well, in regard to giving credence to the 
proper weight of the facts that I shall lay before you, to state that 
before Mr. Ho.xie made the investigation of these plants, he desired 
to discover accurately what were the claims of the various efficiency 
engineers of the scientific management group as to the effect of 
scientific management upon labor. He also desired to secure an ac- 
curate, authoritative statement as to what labor's objections were, 
and, to this end, read the hearings that were held here in the Capitol, 
upon scientific management. He read the hearings of the special 
commissions that were appointed to investigate, such as the one that 
sat in connection with the Watertown Arsenal. He read the stand- 
ard books, such as Mr. Taylor's Shop Management, the. works of 
Mr. Gantt, articles by Mr. Cook, Mr. Hathaway, Mr. Kendall, and a 
number of others. From the hearings and from these books he drew 
up, approximately, 115 separate and distinct claims made by the 
scientific management group, as to the benefit of the system to labor. 
He then drew up a list of the charges which the trades unionists 
have brought against scientific management, and divided tiiose into 
about an c']\n\\ numlier of .separate and distinct charges. 1 do not 
mean by that three or four charges ujjon one subject, but upon 
different point. 
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Wanting to be sure that his own lists were accurate he took the 
lists of the labor claims and of scientific management, and consulted 
•with Mr. Taylor, with Mr. Gantt, and with Mr. Harrington Emer- 
son. There are two Emersons in the firm, and that is why I desig- 
nate Mr. Harrington. The lists were also taken and .shown to a num- 
ber of others. He had them modify and add to the labor claims of 
scientific management so that, eventually, he had an authoritative 
statement from the highest axithority in the scientific management 
group, as to what were the exact claims which scientific management 
made as to the benefits to labor under scientific management. 

He took the charges of labor against scientific management to the 
Philadelphia convention of the American Federation of Labor, in 
1913. He appeared before the executive council of the American 
Federation, and Mr. Gompers, acting under the authority of the 
council appointed a committee, at that convention, to go over these 
labor charges and see whether they were acoirate or not. It so hap- 
pened that I was selected as one of the committee, and was called 
upon to do much of the work. 

I examined the labor charges against scientific management, and 
•when I had done that I insisted that the modified charges should be 
presented to the officials of the American Federation of Labor. 

They were first gone over by Mr. Fi-ank Morrison, the secretary 
of the Federation, and then they were submitted to Mr. Duncan, the 
first vice president of the Federation, and some changes were made. 
Finally, they were submitted to Mr. Gompers, for his revision. So 
that before the field work was undertaken, Mr. Hoxie had in his pos- 
session the authoritative statement of labor's charges against scien- 
tific management, and the labor claims of scientific management. 

The charges against scientific management, on labor's part, formed 
on list, and 1 have a copy with me which the committee may keep, if 
they desire. 

The CHAIRMAN. Without objection it will be inserted in the record, 
•with the testimony of the witness. 

TRADE UNION OBJECTIONS TO SCIKNTIFIC MANAGEMENT. 

TBAOE UNION OB.IKCTIONS DIRECTED AGAINST THE ALLEGED GENERAL CHABACTEE AND 
SPIRIT OF " SCIENTIFIC MANAGEMENT." 

Organized labor understanils by tbe term " scientific management" certain 
well-defmeil "ofliciency systems " which Jiave been recently devisetl by individ- 
uals and small groups under the leadership or in imitation of men iil<e Fred W. 
Taylor, H. L. Gantt, and Harrington Emerson, liy whom this term has been pre- 
empted. Organizixi lal)or makes a clear distinction between " scientilic manage- 
ment " thus defined and science in management. It does not oppose savings of 
waste and increase of output resulting from improved macliinery and truly 
efficient manngement. It stunds, therefore, definitely committed to science in 
management, and its objections are directed solely against systems devised l)y 
the so-called "scientific iiumageinent" cult. Against "scientific management" 
thus defined, the trade unions charge that: 

1. " Scientific manngement" is a device employed for the purpose of Increas- 
ing production and profits, and tends to eliuiinate consideration for the charac- 
ter, rights, iind welfare of tlie employees. 

(o)  It libels the character of the worljmen. 
{b)  It looks upon the worker as a mere instrument of production. 
(c) It ordinarily allows the workmen no voice In liiring or discharge, the 

setting of tlie tusk, the determiniition of tlie wage rate, or of the general con- 
ditions of einployment. 
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(d) In spirit and essence so far as labor is concerned it is a cunningly de- 
vised spee<llng-up and sweatlnR system. 

(e) It Is based on the principle of the survival of tlie fittest. 
2. " Scientific nianagenicnt" is oppo.sed to in<lustrial democracy; it Is a 

reversion to industrial autocracy. It forces the worlinien to depend upon the 
employers' conception of fnirn&ss and limits the democratic safeguards of the 
worker. 

3. " Sclentlfte management" in its relations to labor Is unscientific. 
(0) It violates the fundamental principles of human nature by ignoring tem- 

perament and habits. 
(6) It concern.s itself almost wholly with the problem of production, disre- 

garding in general tlie vital problem of distril)ntion. 
(r)  It is unscientific in its determination of the task and the wage rate. 
((/) It does not take all of the elements into consideration, but deals with 

human beings as it does with inanimate macliines. 
4. " Scientific management" could be scientific, and, at the same time, be 

Inimical to the welfare of the workers. 
5. " Scientific management" does not tend to develop general and long-time 

economic efticiency. 
6. " Scientific management" tends to emphasize quantity of product at the 

expense of quality. 
7. " Scientific management" Is Incapable of extensive application. 
8. " Scientific management" is a theoretical conception already proven a 

failure In practice. 

TBADE UNION 0B.IECTI0NS DIKECTED AOAiNST THE EFFECTS OF SCIENTIFIC MANAGE- 
MENT UPON THE CONDITIONS OF WORK AND THE CHABACTKB AND WELFARE OF TH* 
WORKERS AND SOCIETY. 

The trade unions charge that: 
1. " Scientific management" greatly Increases the number of " unproductive 

workers," that Is, those engaged In clerical or supervisory work. 
2. "Scientific management" tends to gather up and transfer to the manage- 

ment all the traditional knowIe<lge, the judgment, and the skill, and monopolizes 
the initiative of the worker in connection with the work. 

3. " Scientific management" intensifies the modern tendency toward extreme 
specialization of tlie work and the task. 

(a) It splits up the work into a series of minute tasks. 
(6) It tends to confine the worker to the continuous performance of one of 

these tasks. 
4. " Scientific management" displaces day work and day wages by task work 

and the piece rate, premium and bonus systems of payment. 
5. " Scientific management" is arbitrary in the .setting of the task. 
(a) It tends to set the task on the basis of " stunt" records of the strongest 

and swiftest workmen without due allowance for the human element or un- 
avoidable delays. 

(6) It holds that if the task can he performed It Is not too gi-eat. 
(c) It shows a constant tendency to Increase the intensity and extent of the 

task. 
6. " Scientific management" forces Individuals to become " rushers" and 

" speeders." 
7. " Scientific management" tends to displace all but the fastest workers. 
8. " Scientific management" greatly Intensifies unnecessary managerial dic- 

tation and discipline. 
9. " Scientific management " has refused to deal with the workers except as 

Individuals. 
10. " Scientific management" tends to disregard the physical welfare of the 

workers. 
11. " Scientific management" through these attributes and methods: 
(1) Tends to deprive the worker of thought, initiative, sense of achievement, 

and joy in his work. 
(2) Tends to eliminate .skilled crafts. 
(3) Is destructive of mechanical e<lucatlon and skill. 
(4) Tends to deprive the worker of the possibility of learning a trade. 
(5) Puts a premium on muscle and sp«e<l rather than on brain. 
(6) Condemns the worker to a monotonous routine. 
(7) Dwarfs and represses the worker intellectually. 
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(8) Tends to destroy the Individuality and Inventive genius ot the workers. 
(9) Stiinulati^ and drives the workers up to the limit of nervous and physical 

exhaustion, and overfatiRues and overstrains thom. 
(10) Tends to inidorniino tlie workers' health. 
(11) Shortens the workers' iwrlod of industrial activity and earning power. 
(12) Increases the danger of industrial accidents. 
(13) Tends to destroy tlie workers' self-respect and self-restraint and leads 

to habits of spending and intemperance. 
(14) Tends to Increase the number of punishable shop offenses, and the 

amount of docking and fining. 
(15) Tends to prevent the presentation, and denies the consideration, of 

grievances. 
(IG) Constitutes a species of industrial " tlilrd degree." 
(17) Creates the po.ssiblllty of sy.stematlc blacklisting. 
(18) Destroys the indepentlence and manhood of the workers. 
(19) Tends to reduce the workers to complete dependence upon the em- 

ployers, to the condition of industrial serfs. 
(20) Introduces the spirit of mutual suspicion and contest among the men, 

and thus destroys the solidarity and cooperative spirit of the group. 
(21) Strikes at the root of workshop ethics. 
(22) Is Inc-oiniMitlble with and destructive of collective bargaining. 
(23) Destroys all the protective rules and standards established by unionism. 
(24) Discriminates against union men. 

-•  (25) Is incompatible with and destructive of trade unionism. 
(26) Displaces the skllletl workers and forces them Into competition with the 

less skilled. 
(27) Narrows the competitive field and weakens the bargaining strengtti 

of the workers through specialization of the task and destruction of craft skill. 
(28) Establishes a rigid standard of wages regardless of the progressive 

increase In the cost of living. 
(29) Puts 11 limit upon the amount of wages which any man can earn. 
(30) Often squeezes out of the workers vast overhead charges. 
(31) OtTi-rs no guaranty against rate cuttiuK. 
(32) Is, Itself, a systematic rate-cutting device. 
(33) Tends to lower the wages of many Immeillately and permanently, 
(34) Violates and indelliiitely i)ostii<)nes the application of the fundamental 

principle of justice In distribution. 
(35) Mean.s, In the long run, simply more work for the same or less pay. 
(36) Tends to lengthen the hours of labor. 
(37) Leads to overpriMlucllon and lncrea.sc of unemployment. 
(a) In the particular group. 
(b) In general. 
(38) Shortens the tenure of service and lessens the certainty and continuity 

of employment. 
(39) Fails to satisfy the workers under It; but, on the contrary, is regarded 

by them with extreme distaste. 
(40) Increases the antagonism between the workers and their employers. 
(41) Intensifies the conditions of Industrial unre.st. 
(42) Offers no guaranty against industrial warfare and Is conducive to 

strikes. 
12. Finally, " Scientific management" puts Into the hands of employers at 

large an inunense mass of Information and methods which may be used un- 
scrupulously to the detriment of the workers and offers no guaranty against 
the abuse of its professed principles and practices. 

TBADE UNION OBJECTIONS TO SPECIFIC FEATUKKS OF " SCIKNTIFIC MANAOKMENT" 
ARE LE\-E1.ED MAINLY AGAINST TIME STUDY AND MOTION STUDY, TASK WORK 
A.NI> THE PIKCK KATE, I'KKMIU.M AND BONUS SYSTEMS OF I'.WMKNT EMPI/)YED 
BY THE EFITCIENC'Y  EXI'EBTS. 

In this connection, they charge that: 
1. Time study and motion study are a direct attack upon the rights, dignity, 

and welfare of the workers, are destructive of skill and true efiiclency, and are 
a menace to industrial i)eace. 

(o) They are unfair In method. 
(6) They are an evidence of suspicion and a direct question of the honent;^ 

and fairness of the workers. 
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(c) They indicnte n purpose on tlie part of the scientific managers and «n- 
ployers to extract the last ounce of energy out of the workers. 

(rf) They ignore habits and traditions of work and tend to minimize the a^ 
quired sklli of tlie worker. 

(e) They split the work up into minute tasks, discover the utmost which tlie 
most elficient worker can do as a " stunt" record, and enable the employer to 
suhstifiite puMvwork where before day work prev!iile<l. and to sut)stitute various 
premium and bonus .systems for the day wage, and thus: 

(1) Increase the modern tendency toward specialization. 
(2) Destroy the skilled crafts. 
(3) Deprive the worker of training. 
(4) Reduce his work to a monotonous routine. 
(5) Repress his tliought and intelligence. 
(fi) Reduce liiiii to a seiniantoinatic attiu-hinoiit to the machine or tool. 
(7) Tend to destroy his initiative, ambition, and inventive genius. 
(8) Encourage the piecework system. 
(9) Encourage the use of various premium and bonus systems. 
(10) Enable the employer to deal with the workers as Individuals, and thus 

to substitute individual for collective bargaining. 
(11) To pit workman against workman. 
(12) To introduce rushers and speeders. 
(33) To destroy the basis of workshop ethics. 
(14) To destroy unionism and its protective rules and standards. 
(15) To speed the worker up beyond Ihe point of physiological and mechani- 

cal safety. 
(16) To displace the skilled workers and force them Into competition with 

the less skilled. 
(17) They thus lower wages and Increase unemployment. 
(18) They tend to reduce the quality of the work and the output. 
(19) Tliey tend to destroy the health and lessen the length of the productive 

period of tlie workers. 
(20) They Increase the drastic character of the discipline. 
(21) They increa.se the possibilities of blacklisting. 
(22) They furnish no just or scientific basis for calculating the wage rate. 
(23) Tliey lncrea.se the points of friction and are thus productive of indus- 

trial warfare. 
Time and motion study are not necessary to secure true efficiency, as all the 

data necessary for planning, routing, cost accounting, task setting, and true 
efficiency in work can bo secured without resort to elementary time study and 
motion analysis and the use of the stop watch. 

2. The methods of work and remuneration employed by " Scientific manage- 
ment," its basic wage. Its task work, iiiece rate, premium and bonus systems, 
are un.sclentitlc and unjust in principle, arc, In practice, inimical to the wel- 
fare of the workers, and are productive of social unrest and industrial war- 
fare. 

W) The basic wage of " Rcientilic management" is simply the customary 
wage of the region for the class of labor emplnyed. It has absolutely no founda- 
tion in science or justice, but is the outcome of the relative competitive .strength 
of workers and (employers, and is often estiiiiate<l at the bare .subsistence level 
or even below. 

(h) In accepting this wage as the basis of its "scientific" and Just methods 
of remuneration. " Scientific mnnagenient " conveys the impression that it the 
base wage, also is scie:itlfic and just, and tends thus to make it i>ennanent at 
Its iire-.:enl level--to lix general wages at the present rates. 

{(•) The premium and bonus rates whicli "Scientific management" Imposes 
upon tills basic wage are both unscientific and unjust to the workers employed. 

(11 They are determined, not ui)on what the worker actually produces, and 
an attempt to approximate this, but upon a study of how little the worker 
must be giviMi to insure his utmost effort, and ujion how much the eniplo.ver 
must be given of tlie worker's extra proiluct to buy him ofT from rate cutting. 

(21 Th"y usually result in giving the worlcer le.-ss than Ihe regular rate of 
•pay for his extra exertion, an<l only a portion, and usually the smaller portion 
of the pnwluct which his extra (>xertion has ••reHtt?<l. Tlu>\ are usually less ad- 
vniitageiais to the worker than straight piecework. 

(3) The premium and bonuses are usually arranged so that It is gi-catly to 
the advantage of the einpioyor to prevent tlie workers from (H|iialing or ex- 
cetNlIng the ta.sk, and securing extra payment flierefor. 
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(4) Therefore, the task Is usually set so high that only a few of the strong- 
est and most agile workers are capable of accomplishing it an<l securing any 
t)onus or premium. 

(5) There is a constant tendency to raise the task. 
(6) In the most advanced systems, there is a punishment by means of the 

lowering of regular rates, and the consequent loss of wage for the workers who 
fail to make the task thus set, as in the case of differential piece rates. 

(d) The methods of payment employed by "Scientific management" there- 
fore: 

(1) Offer no guarantee against rate cutting, but, on the contrary, induce to 
systematic cutting of the rates. 

(2) Uesult usually in no gain over the customary wage for the most of the 
workers in the " .Scientific management" shops, and sometimes in an actual 
lowering of the wage below the customary rate. 

(3) Result in the degradation of skilled to the condition of less-skilled men, 
(e) The motles of payment employed by " Scientific management": 
(1) Ojien the way for the employment of rushers and speeders. 
(2) Introduce tlie contest principle among the workers. 
(3) Displace harmony and cooperation among the working group by mutual 

suspicion and controversy. 
(4) Make collective bargaining practically Impossible. 
(5) Prevent the enforcement of the protective standards and rules of 

unionism. 
(0) Destroy the union spirit and organization. 
(7) Induce and compel overspeedlng and overexertion. 
(8) Tend to undermine the health of the workers and bring on premature old 

age. 
(9) Increase the dangers of industrial accidents. 
(10) Jeopardize the quality of the product. 
(11) Ix;ad t» overproduction and unemployment. 
(12) Lead to a general lowering of wages and the standard of living among 

the workers. 
The modes of payment employed by " Scientific management" are not necesi- 

sary to true efliciency. 

Mr. FREY. In the labor claims of scientific management there were 
some differences of opinion because Mr. Taylor, Mr. Emerson, Mr. 
Gantt, Mr. Parkhurst, Mr. Stimson, and a number of the other 
efficiency engineers differed on some of the things which they called 
" fundamentals." So that, in addition to the general labor claims 
of scientific management, there was one set that was known as the 
" F. W. Taylor labor claims," one known as the " Emerson labor 
claims," and one known as the " Gantt labor claims." The substance 
of the three is about the same. I only have a copy of the labor 
claims of scientific management, as authorized and O. K'd by Mr. 
F. W. Taylor, and I shall be glad to leave that with the committee. 

The CHAIRMAN. That is by the Mr. Taylor, the founder of the 
system of scientific management ? 

Mr. FRET. The same Mr. Taylor; yes, sir. 
The CHAIRMAN. Without objection it will be received and inserted 

in the record. 
THE LABOR CLAIMS OF SCIENTIFIC MANAOEBS. 

[.\s revised by F. W. Taylor Nov. 11, 1014,] 

A.   LABOR   CLAIMS   OF   BCIENTIFJC   MANAOEKS   TOrOHINT.   THE   0E:^^E1^,\L   CHAHACTER 
AND  SPIRIT  OF  SCIENTrT'IC   MAN.\r,EMENT. 

The scientific managers claim that: 
1. Scientific management is a system devised by industrial engineers for the 

purpo.se of subserving the common Interests of employers, workmen, and society 
at large through the elimination of avoidable wastes, the general improvement 
of the proce-^ses and methotls of production, and the just and scientific distribu- 
tion of the product. 

36162—16 20 
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2. Sclenttflc manajrenient is bMscil upon the fuiulmnentul ussuniptlon of har- 
mony of Interests between employers iiinl workers, nnd seeks to establish com- 
plete and harnionjons coo|)erntion between tlieni. 

3. Sclentit1<' nianatrenient attempts to substitute. In the relations l)etween 
employers and workers, the government of fact and natural law for the rule of 
force and opinion. It substitutes exact knowledge for guesswork, nnd seeks to 
establish a code of naUirnl laws e<iuaHy bindiuK upon employers and workmen. 

4. Scientific raanajrcnieiit thus seeks to sul)stitute. in the shop discipline, 
natural law in place of a code of discipline bast-*! upon the caprice and arbitrary 
power of iiipii. No sucli democracy has ever existed in Industry before. Every 
protest of ovei-y workman must l)e handled by tIio.se on the manafrement side, 
and the rlptht or wrong of the complaint must be settled not by the opinion 
either of the manaRement or the workmen, but by the great code of laws which 
has been de\eloi)e(l and which nnist satisfy both sides. 

5. Scientific management perforce acce|)ts the modern tendency toward 
specialization caused by machine production, but seeks to mitigate its po.ssible 

. evil effects ui>on the workers: 
i'l) By gatlierlng up, systematizing, and sy.stematically transmitting to the 

workers all the traditional craft knowledge and skill which is being lost and 
destroyed under current Industrial methods. 

(6) By employing in the shop a corps of competent specialists whose duty it 
Is to Instruct and train the workers, and to assist them whenever difficulties 
arise In connection with the work. 

(c) By analyzing the operations of industry Into their natural parts and 
a.sslgning to each worlier a definte and. by him. accomplishable task. 

((/) By bringing tlie workers thus <'onstantly into close, systematic, and 
helpful touch with the management. 

(e) By requiring the workers to learn and to perform not one merely but 
several operations or tasks. 

(/)  By treating each worker as an Indejiendent personality.   • 
(g) By rewarding the men for lielpful suggestions and Improvements in the 

metliods of work. 
(h) By opening up opporttniltles for the advancement and promotion of the 

workers. 
0. Scientific management seeks to eliminate overstimulatlon, overspeedlng, 

and nervous.nnd pliysical exliaustion of the workers: 
(o) By substituting exact knowleilge based upon a careful study of men and 

macldTies for gues.swork in the setting of the task, and the determination of the 
hours and other conditions of work. 

(b) By eliminating thus the need for tlie employment of pace-makers. 
(c) By transferring from the workers to the management responsibility for 

contriving the best methods of work. 
(d) By removing from eadi worker respon,sil)lllty for the work of others, and 

for the instruction of beginners and helpers. 
(e) By maintaining the best conditions for performing the work through 

furnisliing the Ijest tools and materials at the proper time and place. 
(/) By training the workers in the most economical and the easiest methods 

of performing operations. 
ifl) By standardizing equipment and performance. 
(7() By Instituting rational rest periods and modes of recreation during tlie 

working hours. 
(t) By surrounding the workers with the safest and most sanitary shop 

environment. 
7. Scientific management makes possible the scientific selection of workers, 

I. e., the mutual adaptation of the task and the worker. 
8. Scientific management is thus a practical system of vocational guidance and 

training, and opens the way for nil workers to become " first-class men." 
9. Scientific management pays workers rather than positions; it remunerates 

eacli man according to his efficiency. 
10. Scientific management eliminates systematic soldiering, and thus the 

hampering and discouraging of tlie strong and willing by the weak and un- 
willing. 

11. Scientific management, by these methods, seeks to secure more efficiency 
with lass effort, to lncrea.se the product whicli may be shared by employers and 
laborers, to raise wnges while lowering the labor cost, and to place both pro- 
duction and distribution upon a scientific and just basis. 
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B. LAIIOR CLAIMS OF SCrcNTIFFC MANAOKKS CONCKKMNO THK KKKECTS OF SCIENTIFIC 
MANAGEMENT UPON THE CONDITIONS OF WORK AND THK CHAIIACTER AND WEL- 
FARE OF THE  WORKERS,  INDUSTRIALLY  AND  S(K'IALLY. 

1. Scleiitlficiimiiagoinent develops and promotes a friendly feeling and rela- 
tionship between the inaiuiKPnient and the men. 

(0) The men are not soured, as under the ol<l form of management, by: 
(1) The arhirrury buUyfiiir of foremen. 
(2) The Inju.stice in the method and amount of remuneration. 
(3) The lack of proper tools and materials at the proper time and place for 

doing the work, and other delays and breakdowns over which they have no 
control. 

(4) The ah.sence of proi)er instructions and guidance. 
(5) Tlie necessity of doing work and as.suniing responsibility proiKsrly belong- 

ing to the management. 
(6) Tliey do not spend time criticizing the management. 
(c) They are satisfle<l with the conditions of work and pay. 
(d) They con.sequentiy look upon their employers as their l)est friends. 
2. Scientific management promotes friendly fe<>llng and action among the 

workers in the shop or group. 
(0) It eliminates tlie irritation cause<l by the soldiering and poor work of 

Individuals in the group. 
(6) It eliminates tlie ill-feeling caused by parasitism and advancement and 

rennineration by favoritism. 
(c) It eliminates the irritation caused by rules which prevent the ambitious 

and efflcient workers from doing tlieir best and i>eing paid accordingly. 
(d) It eliminates tlie susi)lcioii and ill feeling caused by the em|)loyment of 

pacemakers. 
(e) The men, consequently, work more cheerfully and are more helpful than 

under the ohl form of management. 
3. Scieiifific management stimulates and energizes the workers Intellwtually: 
(a)  By bringing the workers Into con.stant, do.se, and helpful touch with the 

management; by Its systematic trnnsiiilssion to the workers of industrial knowl- 
etlge; by its definite instructinns; by assigning to eacli worlior a definite and 
accomplishable task; by rtiiuiring the workers to iierforni, not one but several 
operations wherever possible; by rewarding the men for usable suggestions and 
imi>rovemeiits: by opening up opportunities for advanc-ement or promotion; by 
instituting ratlon.-il periods of rest and riK-reiition; by treating each worker ua 
nn Independent per.sonality ; by paying each man according to his efficiency. 

(1) Stimuliili's the thought and ambition of the workers. 
(2) Mitigates the monotony Incident to mmlern machine Industry. 
(3) Develops the workers' sense of personal achievement. 
(4) Puts Interest, joy, and zest Into the work. 
(5) Develops and broadens the mechanical skill of the workers. 
(6) Stimulates the workers' Inventive genius. 
(7) Promotes the workers' self-reliance, self-resi>ect, individuality, person- 

ality, and dignity. 
4. Scientillc management guards the workers against overspeedlng and ex- 

haustion, nervously and physically. 
(rt) By substituting exact knowle<lgo for guesswork In the setting of the 

task. 
('*) By removing the suspicions of the employers that the workers are 

soldiering. 
((•)  By tending to prevent ignorant bidding and cut-throat competition. 
(d)  By eliminating pacesetters and turning speeilers Into Instructors. 
(c)  By training the men In the easiest methods of work. 
(/) By careful studies of fatigue and the setting of the task on the basis of 

a large number of performances by men of difTerent capacities and witli due 
scientific allowance for the human factor and legitimate delays. 

5. The so-called .sjieeding up of .scientific management Is. In the main, n spee<l- 
ing up of niaclilnery. requiring no extra exertion on the part of the workers. 
The sptKHl of tli(> men Is determiiuMl by psychological and pliysical tests and is 
always .set with reference to long-time results. Scientific management chal- 
lenges anyone to show any overstrained or overworked man in the .scientitlc 
inanngement shops. 

6. Scientific management in.snres Just treatment of individual workers, and 
lessens the rigors of shop dl-scipline: 
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(o) By keeping records of conduct and exact performance. 
(b) By substituting the rule of natural law for the arbitrary decisions of 

foremen, employers, and unions. 
(c) By giving to the worker in the end equal voice with the employer.   Both 

can only refer to the arbitrament of science and fact. 
7. Scientific iminageiiient increases the skill, efficiency, and productivity of 

the workers: 
(a) By the .scientific selection of workers so that each worker is set to the 

highest task for which his physical and intellectual capacity fits him. 
(b) By providing each worker with the best means and methods of work. 
(c) By educating and training the workers mechanically as they were never 

trained before. 
(d) By training the workers in the easiest and best methods of work. 
(e) By providing immediate inspection and inimedlato rewards for Increjused 

or Improved output. 
(/) By energizing the workers intellectually. 
iff) By preventing the more eificlent from being held back and <lemoralIze<l 

by the Inefficient. 
(ft) By raising thus the old-age limit. 
8. Scientific management improves the quality of the product: 
(a) By lmprove<l methods of Instruction and Inspection. 
(6) By endeavoring to set a task that will show proper relation between 

quantity and quality. 
9. Scientific ninnagement tends to shorten the hours of labor. 
10. Scientific management improves the conditions of sanitation and safety 

In the shop. 
11. Scientific management, by all these means and methods: 
(a)  Improves I he workers'  health. 
(6) Lengthens the workers' lives and period of earning capacity. 
12. Scientific management, through its general spirit and its system of wage 

payment, prevents arbitrary rate cutting and the placing of any arbitrary limit 
upon the amount which any worker may earn. Under scientific management 
the rate Is never cut without an absolute change in the directions governing the 
work and the time demanded for doing' it. 

13. Scientific management raises wages: 
(a) It directly and linmp<llntely increases the wages of the workers In 

scientific management shops from 30 per cent to 100 per cent. 
(b) It rai.ses tlie wages of the unskilled by enabling them to do work formerly 

done only by skilled men. 
(c) It raises the wages of skilled workers by opening up opportunities for 

advancement and promotion. 
(d) It tends to raise wages generally: 
(1) By broadening the field of Industrial activity and Increasing the efficiency 

of the workers. 
(2) By Increasing the total output and thus the general demand for labor. 
14. Scientific management tends to prevent the displacement and degredation 

of skilled labor which is a natural concomitant of developing machine industry: 
(a) By broadening and improving the mechanical training and skill of the 

•workers. 
(b) By giving time for adjustment to changed Industrial conditions. 
(c) By opening up new fields of work and extensive opportunities for 

advancement and promotion. 
15. Scientific management tends to lncrea.se the employment of labor In the 

trades where it Is Installed by cheapening and thus increasing the demand for 
the product. 

16. Scientific management tends to lessen the dangers of general unemploy- 
ment: 

(a) By the scientific selection and training of the workers so that each one 
may find the work for which he is best fitted and thus may become a first-class 
worker in It. 

(b) By making possible a more accurate adju.stment of .supply to demand and 
so tending to eliminate crises and depression. 

(c) By increasing production, and so the demand for labor. 
17. Scientific management lessens the necessity for a shop reserve of workers 

and le.s.sens the number of part-time men. 
18. Scientific management increases the security and continuity of employ- 

ment. The term of employment Is longer and there is less shifting of employees 
in scientific management .shops than in ordinary shops. 
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19. Scientific management thus betters the Industrial condition of both skilled 
and unskilled labor. 

20. Scientific manngenient makes collective barKaining and trade-unionism 
unnecessary as a means of protection to the workers. 

21. Scientific management, however, welcomes the coopt»ration of unionism. 
22. Scientific management tends to prevent strikes and Industrial warfare. 
23. Scientific management elevates the workers morall.v and socially. The 

workers under scientific management live better and tend to become more tem- 
perate and saving. 

24. Scientific management democratizes Industry; it gives a voice to both 
parties and substitutes the Joint obedience of employers and workers to fact 
ond law for obedience to personal authority. 

25. Scientific management tends to remove the causes of social unrest. 

C.   LABOB  CLAIMS  OF  SCIENTmC   MANAGERS   fOUCHING  CERTAIN   SPECIFIC  FEATUKIW 
AND METHODS OF  PCIENTrFIC  MANAGEMENT. 

In this connection, the scientific managers claim that: 
1. Time and motion study Is the accurate scientific mcthcMl by which the great 

mass of laws governing the best and easiest and most pnKluctlve movements 
of men are Investigated. These laws constitute a great code, \\Iiich, for the 
first time in industry, completely controls the acts of the management as well 
as those of the workmen, and, therefore— 

(a) Arc neces.snry to secure ediciency and. therefore, justice to the workers 
and Improvements In the wages and conditions of employment— 

(1) They .substitute exact knowletlge for prejudiced opinion and force in 
determining all the conditions of work and pay. Thus they make possible and 
are necessary to— 

(a) The adaptation of the task to the Intellectual and physical capacity 
of the worker. 

(6) The payment of the workers in exact proportion to their efllciency. 
(c) The most efiicient methods of performing the task. 
(d) The best conditions of work through the proper routing of the 

jobs and materials, 
(c) The elimination of systematic soldiering. 
(/) The elimination of tlie suspicions of the employers that the workers 

are gaining an unfair advantage. 
(2) They substitute exact knowledge for Ignorance In accounting and bidding. 

Thus they alone— 
(a) Make possible exact cost accounting. 
(6) Make possible the elimination of Ignorant and cutthroat compe- 

tition. 
H. K. Hathaway: 

(a) Make possible accurate cost pretllctlon. 
(6) The elimination of ignorant competition. 

(3) Time and motion study thus— 
(a) Are es.sentlal to tlie maximum of Industrial and commercial effi- 

ciency and, therefore, of wages. 
(6) Kllmlnate  the  chief causes  of speetling  up  and   the  arbitrary 

alteration of the task, 
(c)  Eliminate the cliief causes of rate cutting. 

(6) Time and motion .study, with the use of the stop watch, are not objected 
to by the workers when their purposes are properly explained and understood 
by the workers, and when they arc used openly and nboveboard by men whose 
knowledge and aliility the workers respect. 

2. Task setting and the methods of payment employed by scientific manage- 
ment stimulate and energize the workers intellectunily and arc e.ssential to 
maximum efiiciency, maximum wages, and justice and fair dealing between 
employers and workers. 

(0) Scientific task setting— 
(1) Makes possible the mutual adaptation of the man and the work. 
(2) Promotes the training of the workman and makes It po.sslble for every 

man to become " first-class " in some employment. 
(3) Puts zest Into the work and gives a sense of achievement. 
(4) Eliminates the use of pace setters. 
(5) Promotes the workers' self-reliance and individuality. 
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(6) The modes of payment employed by scientific management— 
(1) Insure pay according to efficiency. 

(a) Tend to eliminate soldiering. 
(6)  Eliminate tlie need for pace setters. . 
(c) Turn foremen into instructors. 
[d) Increase efficieucy and output. 

(2) Increase wages. 
(3) Tend to guarantee against rate cutting. 
(4) Secure Justice for each worker. 
(5) Promote friendly relations between the employers and woriiers; pre- 

vent suspicion and complaints. 
(6) Promote friendly relations among the workers. 
(7) Develop the Individuality of the workers. 
Mr. FRET. I would say that I have here, Mr. Chairman, the field 

notes which I itept myself. I also have here .sonic of the field notes 
which Ml'. Hoxie kept. I have a report, which I prepared myself 
for the benefit of the trade-union movement. I have a report, or 
rather an analysis, that was prepared, relative to the conditions at 
Watertown Arsenal by Mr. Minor Chapman, an efficiency engineer, 
and the statements which I make this afternoon will be taken from 
these authorities. 

I will leave a copy of my report on Scientific Management and 
Labor with the committee, and in doing so, will state that Mr. 
Hoxie has prepared a much more complete report. I would also say 
that his report has been revised sentence by sentence, and paragraph 
by paragraph, by Mr. Valentine and myself. AVhen we had done 
our work we Jointly signed our names to it. without reservation, so 
that the Hoxie report has the complete indorsement of the expert 
representing management, and the complete indorsement of the 
assistant, who represented labor. 

The CHAIRMAN. IS that report available? 
Mr. FitKY. It is published by the Appleton Co., but, owing to a 

lack of funds, the Industrial Commission were not able to publish 
it. In it you will find a very close and complete analysis of the facts 
of the bonus system, the premium system, the differential piecework 
system, and the 37 varieties that have been grafted on to these three 
fundamental systems. 

Mr. BUCHANAN. HO\V long is it? 
Mr. FREY. Oh, it is quite a vohime. The repoit that I have just 

presented to the conunittce was piepared for the benefit of the trade- 
union movement as information, but before I submitted it Mr. Hoxie 
•went over the rcjiort Avith me so as to be certain that I would not 
make any .statements in conflict with the facts, or draw conclusions, 
or make deductions that were different from his without having good 
grounds for so dinng. And in submitting it I have the authority 
of Prof. Iloxie back of it; he has O. K'd what I have written. 

The material I have here is crowded with facts that have a bearing 
on different features of scientific management. It woidd be impos- 
sible for me this afternoon to bring all of these out. I shall, how- 
ever, endeavor to bring out some of the principles of what, to me, 
appears to be the most important facts for the benefit of the com- 
mittee; and afterwards I shall be glad tt) answer such questions as 
it is possible for me to answer. 

One of the features that, in my opinion, ought to be brought before 
the committee is the experiences at the Watertown Arsenal. But I 
think it may be better for me to leave the record, which I hold, on 
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that question until after I have covered the more general question 
of scientific management itself. 

I would like to say in the beginning that it is exceedingly difficult 
to discuss scientific management, so called, befoie any body of men 
who have not themselves made a study of it, because of the terms 
which have been used in connection or with reference to it by the 
scientific management group, and a lack of knowledge of just what 
those terms mean. And I would like, therefore, to begin my talk 
with a few general statements. 

In the first place, there is no such thing as '' scientific manage- 
ment"—a complete system in itself, which has proved through 
objective facts that it is scientific. The term " scientific manage- 
ment" is a misnomer. The leading representatives of scientific 
management have endeavored, since we began to investigate the 
system, to get away from the term itself, and desire to call it " sys- 
tem of management." For, after all, what really exists are a number 
of systems, each system containing certain methods, such as the 
use of the stop watch, the use of the timing system, the routing of 
work through the planning room, and the paying of some other 
form of wages than piecework or daywork. Every scientific 
management engineer has worked out a system of his own, and has 
modified the original Taylor system very largely. 

We found upon careful investigation, that, while it was stated 
that fatigue studies were made, there is not in existence any studies 
in fatigue that would enable anyone to discover where the danger 
point in fatigue began, or when the danger point of fatigue had been 
reached. No scientist, to say nothing of the scientists of the scien- 
tific management group, has yet worked out any tables on fatigue. 
No one has as yet worked out any data on long-time efficiency. And 
what I mean by that is, the maximum amount which a man can 
produce in a lifetime. They have records of what a man can pro- 
duce in a day, a week, a month, or a year, but there is no such thing 
as long-time efficiency records, or records which would indicate how 
much the worlonan could do in a lifetime. It has been rather a 
record of what spurtere could do in a dash, and not how much a man 
can do week after week, month after month and year after year. 
say, in delivering the mail in a city. 

We also found that there is no standard of measurement to de- 
termine what normal speed should be. That rests entirely upon the 
judgment of each individual efficiency expert. There is no standard 
of measurement at all as to what the speed should be. 

We also discovered that there is no .standard to determine what 
the hourly wage rates should be, except that they base that upon 
what they find wages to be locally. In other words, tliey have 
evolved no standard, no rule, no method of measurement which 
would enable them to determine scientifically what the hourly wage 
rate •should be. 

We also discovered that they have never l)een able, apparently, 
to work out any standard, or any rule, of measurement which would 
enable them to determine what the comparative value of one class 
of labor would be, as compared with another class. 

To illustrate what I mean by this: to discover what comparison 
there should be between a switchman's wages and the wages of an 
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engineer shunting cars in a yard, or the engineer running a through 
express. They have no standard for this at all, and they admit they 
have none, when they are questioned. 

So that the only standard they have in these important matters^ 
the only basic standard they have, is the individual opinion of eacli 
separate individual installing these efficiency systems. 

I would like, at this time, to say that we found it extremely diffi- 
cult to place much confidence upon their records of efficiency. A 
number of efficiency engineers have made statements—perhaps beforo 
this committee—and they have in their books and magazine articles, 
as to the change in efficiency as indicated by an increased output per 
workman. 

We discovered that very many of these increases in output 
were to be traced more to improved management methods in the 
way of handling material in the plant, by the introduction of better 
appliances, as air hoists from floor to floor, traveling cranes, whei-e 
men formerly lift€d by hand; and to be traced not by what labor 
had done itself, but to better management in the plant. 

We also discovered that the records they had, and which they used 
in order to prove that their system does not necessarily push labor to 
the limit, were very unreliable. 

A number of them have very interesting records, which would indi- 
cate that high percentiiges of the emjiloyees—as high as 9.5 per cent 
in task and bonus shops—earned the bonus, or, in other words, com- 
pleted the task within tlie time set and got the bonus. 

That testimony would indicate, superficially at least, that the tasks 
set were so easy of accomplishment tliat mo-t of the workers were 
able to accomplish them. The facts are, that where the task and 
bonus systems have been introduced, and where foremen are paid a 
bonus based upon the percentage of the workmen under them, to make 
their bonuses they become what are termed " bonus stealers." In 
other words, so much time is allotted to a task. A worker may have 
from 2 to 3 or from 25 to 30 different jobs handed to him during the 
day. Before he can begin the new order he must go to the office (or 
else a boy does that for him, depending upon the system in use), and 
the order is there stamped by a time clock, showing the moment at 
which the man began work on that order. When this order is com- 
pleted that slip goes back to the planning room and is there time- 
clock stamped, showing the time at which the job was completed, 
and if the job ha* been completed within the time set for the job the 
workman earns his bonus and the foreman liis share. 

Jobs are set so unevenly under the task and bonus system that a 
very large number of the workers are unable to earn their bonus on 
one-half of the jobs, so the workers and the foremen get their heads 
together—the slips are sent into tiie office before the job is finished. 
On one job during the day the worker will fall down lamentably, 
you see, to balance up tiie thing, but he will earn bonus so far as the 
record shows on one-half or two-thirds of the jobs that he in reality 
had not earned a bonus upon, but the time-clock i-ecords that they 
depend upon so nnich would indicate that he had. Discovering that 
condition in more than one plant, we realized that their data as to the 
percentage of workers who earn bonus was so unreliable that we did 
not feel justified in using it. 
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We also discovered this: That in a number of cases, in fact a very 
large number of cases, scientific management had not been intro- 
duced in the plants until the plants had become industrially sick, 
where the conditions were such that dividends were no longer de- 
clared, and it seemed very likely that the sheriflf would appear on the 
scene. So tliey really came into the plants as doctors, to cure defects; 
to ^et rid of the poor management and put an effective management 
in its place. And the return of prosperity and dividends was not 
due to the system so much as it was to putting out the incompetent 
men who occupied high places; changing them, and putting compe- 
tent men in their stead. I am calling attention to this because it 
may throw a side light on some of the records which have been sub- 
mitted. 

I might say, too, that we discovered this in a number of plants 
that are known as " show plants." They are plants that have been 
written about considerably. Through the system of employment 
which they have established, they have got picked crews. You had 
before your committeee a manufacturer, who told you about the 
accomplishments in his plant. I think I had better not use his 
name because we pledged ourselves in visiting these plants that we 
would not use names in our report; that wc would not furnish the 
names to the Commission on Industrial Relations, because we desired 
to get as much information as we could in those plants, and a number 
of employers, and some of the efiiciency experts, said that if we pub- 
lished the names of the firms and engineers it would probably lead 
to labor troubles in each plant. But the committee may have no 
difficulty in knowing the particular firm I am now referring to. 

This firm as a part of its system has an employment bureau. They 
employ a large number of women, the majority of them, in fact, are 
women. The applicants for work are first submitted to a medical 
examination. Their eyes are tested; their ears are tested: their 
heart is tested; their lungs are tested, and their kidneys are tested. 
As a result of this preliminary investigation the records of the firm 
show that over 75 per cent of all applicants for work were struck off 
from their list of possible employees. Of the remainder who went 
to work they were tested for a while, and if they then failed to come 
up to the standard they were let go. 

So that instead of representing a normal condition for employees, 
this shop represented a particular crew of picked workers. Looking 
over them, as I did, I saw that very few oi the women were over 30 
years of age, and I think the larger number would be around 21 
or 22. 

This plant had some particularly aggravating methods of speeding 
up the workers. They had a system which they called a piecework 
system, but it might also be called a premium system. They paid 
the workers so much a day, but they nuist also produce so mucli an 
hour, and they must produce so many pieces in an hour. Each group 
of workers had two sets of wages, for illustration, 28 cents and 35 
cents. If the girl failed to produce the task set for her she was 
reduced from her 35-cent rate to the 28-cent rate. 

The CHAIKMAN. YOU mean 28 cents an hour? 
Mr. FRET. Twenty-eight cents an hour. So that if she failed to 

reach the task set she was penalized by being placed in the lower 
wage rate. 
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An additional stimulus also was the erection of iron posts through- 
out the rooms. These men and women were garment workers, and 
the shop was an exceedingly well-lighted and airy one. I think it 
was as fine a shop to work in, so far as air and light are concerned, 
as I have ever been in.   The large floors were open. 

The workers were divided into groups of three and four; very 
seldom were there six. For each group there was an iron standard, 
and on the top of that standard, about 8 feet high, was a metal card. 
On that metal card were the number of operations, the number of 
buttons or collars to sew, that that group must perform, in order to 
accomplish the task set for them. So that a worker looking around 
the floor could see what every other worker had to accomplish. From 
time to time the bosses went around from group to group and c()unted 
up the operations they had performed up to that time. Tlie bosses 
himg up cards showing how much they had accomplished up to that 
hour, so that by this means each group knew whether they were 
behind or getting ahead. 

That not only kept each group up to the mark, so to speak, of 
accomplishing their task, but it also created racing between the dif- 
ferent groups. And. in my opinion, it was intended to accomplish 
that purpose, for each little group, trying to show that they were as 
smart as the other groups, watched what other groups were doing. 
And w-hen that failed to push them along, the foreman, or gang 
bosses, or speed bosses, would go up to their group and say. "that 
group has got us lieat, and we can not afford to let them do it." So, 
as I say, this is used as a form of additional stimulus to keep the 
workers up to the highest standard. 

It is impossible to say what the effect of that kind of labor will 
have upon the Avomen. The system has only been in operation for 
throe or four years, and the overturn of labor is 25 per cent, so the 
company stated; and it is therefore impossible for us to judge what 
the physical effect of that sy.stem is to be on those women, for there 
are no long-time records. We can all draw our own conclusions, 
however, fiom that. 

In this same plan we had our attention called to one of the ways 
that scientific management has ado])ted. The effort of .scientific 
management is to subdivide the work into the smallest specialty 
possible, the theory being that as you reduce the different operations 
the worker is to i)erform upon a piece the more competent and effi- 
cient the workers become. 

In this ])lant we went by a little girl who was threading needles, 
and ovir attention was called to the fact that the threads which she 
was threading were all of a standard length. The efficiency engi- 
neer had .studied the trade of sewing on buttons, and had timetl the 
firls with split-secontl watches, and with different lengths of thread, 
or the purpose of discovering what length of thread enabled the 

girl to sew on the largest number of buttons in a day. and having 
found out what in their opinion was the proper length, they then 
had all of these threads cut that length. The girls who were sewing 
on the buttons (this was a hand operation I am referring to) were 
not allowed to thread their own needles, becau.se if one girl was 
taught the trade of threading needles she would become more efficient 
in tnreading needles than the girl who was taught the trade of sew- 
ing on buttons; and so one girl devoted her time to threading needles 

f; 
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with standard lengths of thread, and then the girls sewed on the 
buttons with the standard lengths of thread. 

In another garment-working establishment we took up the matter, 
and we found a difference in the scientific idea. In this other plant 
they had carried the scientific study of labor much farther, and having 
become convinced that the standard length of thread had something 
to do with the number of buttons that could be sewed on in a day, 
they reached the conclusion that perhaps the length of the girl's arm 
had something to do with that, because the girl with short arms would 
take a quicker, shorter stitcli than the girl with long arms; and so 
they made a study with the. number of buttons that girls sewed on 
per day, according to the length of the arms, and they standardized 
the length of the girls" arms who were to sew on buttons; and then 
they carried it one step farther, and they found that the length of 
the fingers had something to do with it, and they made studies of the 
length of the fingers of the girls who were to sew on buttons, and they 
standardized that. 

So that the employment department was called upon to hire girls 
with arms of a certain length and witli fingers of a certain length to 
sew on the buttons with threads of a certain length. They had, how- 
ever, to abandon that system, because they found after they had 
standardized the whole thing there were some other factors—nervous 
coordination, for one thing—that even when they had standardized 
the whole thing made it possible for some girls to sew on almost 
twice as many buttons as other girls. I am merely calling your 
attention to one of the methods which scientific management may 
adopt in regulating labor. 

We found very early in our investigations that not only werr> the 
leading exponents of scientific management at odds between tiiem- 
selves as to how time studies should be made and what form of pay- 
ment should be used, but that they were unanimously of the opinion 
that there were more fakers installing scientific management than 
there were fakers in any other profession. 

One of the most prominent of the group told ns that in his opinion 
there were fi\e fakers for every genuine efficiency expert in the field, 
and that organized labor, having come in contact with the fakers* 
work, were justifiably opposed to what the fakers were doing, but that 
if we knew what the real experts were doing then we would not have 
such objection. 

It has proved a very profitable field. The emi)loyer listens to the 
story told by the efficiency expert; he sees his labor costs reduceil, his 
production increased, and he puts these men in, sometimes with 
extraordinary results. In one instance, in Iowa, a very well-known 
expert, who had been adverti.sed extensively in some of our magazines 
as teaching anyone how to study character and determine what a 
worker is adapted for. was paid a salary of $15,000 approximately 
for one year to install this method of selecting employees. I do not 
think that that was the sole cause of the firm s going into the hands 
of receivers, but it was one of the causes; and in discussing this one 
case with a number of efficiency engineers they pointed out that under 
this " scientific " method for the selection of employees that it had 
worked out the reverse of what had been promi.sed, and that in many 
instances, and particularly in manageiial positions, the wrong person 
had been put on the job. 
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I would like to quote to 3'ou from what one or two of these gentle- 
men said to us about these fakers. One of the best known efficiency 
engineers said to us [reading]: 

At the present time there Is a gi'cnt dearth of men who are qualified by 
exiwrlence, training, and temperament to establish in industry the principles 
of " scientific management" and to develop a proper mechanism for the applica- 
tion of these principles. There are also some of tliese men who are perfectly 
sincere and honest'in their efforts and do not realize tlieir shortcomings or lack 
of qualifications. Otiiers have regarded so-called cflicieney engineering as a 
means of earning an easier living and making more money than they would 
otherwise be able to do in other fields. 

This gentleman is very prominent as an efficiency engineer. 
Another one equally prominent said to us [reading] : 
One trouble Is that there are a large number of fakers installing systems 

under the guide of " scientific management " and It is because of what they have 
done that workmen have Just cause for complaint? 

These are verbatim statements; which I took down myself at the 
time and had them verified. 

Another prominent efficient engineer said [reading]: 
There were more fake engineers In " scientific management"' tlian in any 

other line. 
While I am on that, I might as well quote from a statement made to 

me by a partner in one of these scientific management installing firms 
that advertises somewhat extensively. This man had become some- 
what confidential with me when he made this statement. This is his 
etatement verbatim: 

All of tills talk about scientific management benefiting labor Is b. s., but we 
have to use It for policy's sake. What the employers are after Is results, and 
wliat  

That is the head of the firm's name, and I do not care to use it— 
are ;'ft9r Is the money, and the financial results are the first consideration. 

In addition he said that always made the first time studies 
in a plant, and gave the foreman the first instructions, and that this 
frequently made trouble, and then that he—the man who w as talking 
to me—was brought in and used as a pacifier or soft-soaper to follow 
up— 
and to sling the salve, and' then later on to follow up the work of rate-making 
and task-setting. 

All of these efficiency engineers complain about the number of 
fakers who are in the business. As illustrating capacity and fitness 
of some of the recognized leaders, one of the best-known efficiency 
engineers, who advertises his business—I mean by that in the maga- 
zines, and seeks clients through advertising—was employed by a very 
large concern in Pennsylvania. We were told by the management 
that his fee was $100 per day. and that he had I'i of his assistants 
with him in the plane, who were receiving $75 a week. After the 
group had been there for a month or so, the general manager wanted 
to see some results for this work, and the money he was paying out, 
and he called upon  to .show him some definite items that he 
had discovered. He was told that it took a long time to install these 
systems, as they had to systematize the entire plant, but he thought 
that he would be able in a day or two to give him evidence of the 
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inefficiency that his experts were uncovering; and a day or two later 
he went in to the office of the general manager and said: 

We have Just discovered one of those tliiiiRS wo iiro eontinually encountering. 
Upon the third floor you have two nmchines slde-by-slde; tliey are both made 
by the same manufacturer, and one of them is only turning out one-half of the 
product of the other. 

The manager said, " I want to see those machines." He was taken 
up to the third floor and shown the two machines, and the shown 
record of production from those two machines which the experts h;ul 
gathered, and it is true they did show that one was turning out about 
twice as much as the other. The manager told him that that machine 
on the left was known as a " single-eight," and the machine to the 
right was known as a " double-eight," and both machines were doing 
exactly what he had bought them to do; and the result was that this 
efficiency engineer lost his contract on the spot, and the whole outfit 
were dropped from the pay roll. 

But, I am calling your attention to that as just a little incident to 
indicate some lack oi scientific accuracy which we encountered. 

In one very large company having a plant in Pennsylvania and 
another in Illinois, the president, who was a personal friend of one 
of the most prominent, if not the most prominent, advocate of scien- 
tific management, had introduced a system, and this is what he told us: 

If I had Introduced scientific manaKement in the literal way in which  
lnterpret.s It. I would have had a revolution on my hands, and the workmen 
would have been no good If they had not revolted. 

He said that while he was introducing this system   found 
fault with him—this is the verbatim statement—because he did not 
" God damn " his men enough, and he had told tliat he would 
be " God damned " before he would " God damn " his men. and that 
had he introduced the system as desired to have him do it, the 
men would not have been any good if they had not revolted. 

So far as the scientific management group, and I include in that 
the names I have already given—Taylor, Emerson, Gantt, Barth, 
Hathaway, Parkhurst, Simpson, Babcock, and others—lay as much 
stress upon the necessity of time and motion study as upon anything 
else. The managers all told us in the plants where we investigated 
conditions, that the stop watch and the time studies made with the 
stop watch and the motion studies which resulted were absolutely 
essential to the labor side of the problem, that time and motion 
study were one of the keystones of scientific management, so far as 
the output of labor were concerned. We were under the impression, 
•when we began the investigation, that we would find something of a 
scientific character about time studies; that is, something that at 
least seemed to give evidence of scientific accuracy, something that 
•would give definite knowledge as to the time required to perform a 
task, but we discovered that there was no such thing; that after all 
the time that was set upon a task was a matter of judgment on the 
time-study man's part, plus the readings of the time studies, plus 
the policy of the farm. 

I might at this time—and I want to discuss time study for a 
moment—call attention to this condition, which we discovered, in 
a plant in Connecticut, not far from the New York line. One of the 
leading efficiency experts had introduced his system in one depart- 
ment.   He informed the firm that it would be necessary for him to 
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set the jobs so that the workers would not be too frightened and so 
that the results they would secure would lead the workers in the 
other departments to feel willing to work under scientific manage- 
ment. This gentleman made the usual time studies and set the tasks 
as a result, and he set them liberally, because under scientific man- 
agement you can make a task as easy or as hard as you want it— 
and when you are arguing the matter with the time-study expert the 
matter is as strong erne way as the other—he set the tasks so easy that 
the employees in that department made a great deal more money than 
they had e\'er made before. The management became alarmed at 
what the efficiency expert had done, and they eventually let the 
expert go. Then they were threatened with a strike on the part of 
the employees in this department to retain the system, with the 
tasks as set because they were making a gieat deal more money than 
ever before and working easier. 

Not many miles from here, and in the same State, we went to an- 
other plant where scientific methods had been installed. There the 
manager wanted to secure better results as to output and a very rapid 
reduction in the cost of production. The tasks were set so hard that 
none of the workers could reach them, or such a small percentage, 
that this firm was threatened with a .strike on its hands, and had to 
throw out all of the tasks set by this time-study man, and revise the 
jobs itnd make tiiem easier. 

In a \ery large plant in Pennsylvania that has been sometimes 
quoted as an example of the ease under which the workers are em- 
ployed, where scientific management has been inti'oduced, and where 
there was a difference in the speed at which the pieceworkers work, 
and those under scientific management work, we round this to be the 
condition: That it was a fact that the workers in the department 
under scientific management, where the task and bonus sy.stem had 
been installed, were working easier than in the other departments 
where it was piecework. We also found that their earnings were 
higher than in the other departments where they had piecework, so 
that in reality, on the surface, under scientific management the work- 
ers had less difficult tasks to perform and secured higher earnings. 
We wanted to discover what lay under this, and we found that in the 
beginning the efficiency engineer who installed the system had im- 
pressed upon the firm that if the system was installed in all of its 
parts at one fell-swoop that the workers throughout the plant would 
become alarmed and they would probably have a strike on their 
hands; that it would be necessary to start this system in easily so 
that the first group of workers who worked under it would feel satis- 
fied, and then they would be able to go from one department to 
another. 

Previous to this time the girls in all of the departments when first 
put to work were paid at the rate of 10 cents an hour. He immediately 
raised the rate to 12 cents an hour, and then he made the tasks so 
easy that 95 per cent of the girls could perform those tasks within 
the time set, but the firm has never gone any further with the in- 
stalling of scientific management, because they discovered it was cost- 
ing them a great deal more for production in this department under 
scientific management than it was under the piecework department. 

The superintendent who had charge of this department had quite 
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a tale of woe to tell. He said that the same corporation had another 
plant situated a few miles away and that there the manager was in- 
stalling the sj'stem, but without any of the easing qualities that had 
surrounded the introduction of it in this one department, that he was 
not paying a higher hourly wage rate, and that he was setting the 
tasks so that they were more difficult to perform, and as a result he 
was showing him up because his cost of production was so much 
lower, and he said, " If he keeps on doing this, I am going to be run 
out of my job or I M'ill have to increase the tasks." In other words, 
the tinsel had been removed and they were getting right down to 
securing all of the production they could out of the lowest labor 
cost. 

I made the statement that there is nothing scientific about the con- 
clusions reached by scientific management in the setting of tasks, and 
I would like to give you some reasons for that. 

In these time studies that are made every small motion is timed, 
or an effort is made to time it, and we discovered one firm where 
they had subdivided the motions to such an extent that they could 
no longer make time studies because there was no time-study man 
competent to snap the watch fast enough to catch the subdivisions; 
they were too brief periods of time. But I have here one of the 
instruction cards from one plant in which such small divisions of 
time were made as these, the time being allowed in a hundredth of a 
minute: Put piece on arbor, 0.15; pick up wrench, 0.03; tighten 
expansion arbor, 0.15; lay down wrench, 0.02; as you will see a 
difference of 0.01 of a minute between dropping the monkey wrench 
and picking it up. But carriage up and set pointer at O, 0.16; put 
tool in post and set in center of pulley, 0.79; put piece on stud and 
fasten, 0.24; start machine, 0.02; set tool for turning and throw in 
feed, 0.18; turn outside diameter, 2-inch run, 1.64; throw out feed, 
0.01; face inside and outside diameter of flange, 0.82; stop machine, 
0.14. 

Instead of making my statement on this subject I would prefer to 
read an excrept from the Hoxie report on time study and then I will 
pass to one of the other features. I will say that this is the statement 
by Mr. Hoxie, indorsed by Mr. Valentine and myself [reading]: 

It Is the work of the tinie-stiidy men which chiefly deteniiiiies whether 
eflicloncy shall he ponihined with just iiiul huniane treatment of the workers, 
regardful of their present and future wplfare. 

Tills hoing (rue, says the Hoxie report, the time-stiidy man is. from 
the standpoint of labor, the central fipiire In " scientific nianasenient"—its 
vital orpan and force. To perform his function jiroperly, to make " scientific 
manaeeraent" tolerable to labor, he nuist be a man exceptional In technical and 
Industrial training, a man with a broad and sympathetic understanding of the 
workers as well as of the economic nn<l social forces which condition their 
welfare, a man of unimpenchnble Judgment, governed by scientific rather than 
pecuniary considerations, and, withal, he must occupy a hlgli and authoritative 
position in the nianagement. For if he is to set tasks that will not cause 
nervous and physical exhaustion, he must not only have an Intimate per.sonal 
knowledge of the work to be done, the special difUcultles it involves, the quali- 
ties required to do It well, the demand which It makes on strength, skill. In- 
genuity and nervous force, but he must also be able to recognize and measure 
nervous disturbance and fatigue and understand and deal wisely witli tem- 
perament. If he Is to set tasks that will always be fair and liberal, he nmst 
understand and know how to discount all (he effects of current variations In 
machinery, tools and materials. In human energy and attention. If he la to 
safeguard  the lives and health of the workers and  their general economic 
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and social welfare he must be an expert In matters of sanitation ami safety, 
and have n l)roa<l and deep understanding of economic and social problems and 
forws, and, finally, if lie is to make all this kno\vle<lge count, he mu^5t be able 
to establish tlie stan<lards warranted by his study and judicial weighing of men 
and facts, and to protect these standards against Infringement and displace- 
ment. All this and more, if tlie claims of " scleutlflc management " relative 
to labor are to he generally fulfilled. 

But as thlng.s actually are, this emphatically Is not the type of man who is 
habitually engaged in time-study work, and who Is being drawn Into It, nor 
does the time-study rnan of the present occupy this exalted position in the 
hierarchy of " scientific management." Tlie best men in this work are per- 
haps fechiu(;ally qualified, hut .so far as the observation of your Investigator 
has gone, tlie best of them are technicians with little knowledge of the subject 
of fatigue, little understanding of psychology and temperament, little under- 
Btandlng of the viewpoint and problems of the workers, and almost altogether 
lacking in knowledge of and Interest In the broader economic and social 
aspects of working-class welfare. The bulk of the time-study men encountered 
were Immature men drawn from the shop or from college. They were expected 
to get their knowledge and training in all the matters enumerated above tlirough 
the actual work of the time study and task setting. In the majority of cases 
encounteretl it was not considered essential that they should have had any- 
special training In the particular industry. A man who had worked exclusively 
In the machine shop was cousitlereil competent, after a few weeks or months 
of contact and trial exi)erlence, to set tasks in a cotton mill. Sometimes 
previous industrial experience of any kind was not considere<l ne<"essary. 
Analythiil ability, good imwers of observation, a sense of Justice and tact were 
the chief qualities emphasized as essential for a good time-study man. 

We inquired at eveiy plant we visited what were the essential 
qualities of a good time-study man, and we summed up the results 
given to us by the efficiency experts and the owners of the plants as 
follows: 

Rarely, if ever, was anything said of technical knowIe<lge concerning fatigue, 
phychology, sanitation, .safety, and in broader problems of industrial and social 
welfare. Indeed, time study and task setting were almost universally looked 
upon as primarily mechanical tasks in which the ability to analyze jobs and 
manipulate figures rather than broad knowledge and sound judgment were 
regarded as the essential factors. Naturally, therefore, the time-study men were 
found to be prevailingly of the narrow-minded mechanical type, iXK^rly paid. 

We found that the wages paid the time-study men, as a rule, varied 
from $75 to $125 a month—I am speaking now of the men in the 
firm's emplo}', not the experts who installed the scientific manage- 
ment, but the time-study men who stayed on the jobs afterwards— 

And occupying the lowest positions in the managerial organization, if they 
could be said to belong at all to the managerial group. Nor does the situation 
seem to prond.se nuich Improvement. For the position and pay accorded to 
time-study men generally, are such as to preclude the drawing into this work 
of really competent men in the broader sense. 

Mr. LONDON. Mr. Frey, who are these time-study men? Are they 
former mechanics employed in the factory? 

Mr. FRET. Some of them were taken from the shops* crew. Some 
firms, once the system is installed, are informed that they must use 
employees in order to get the best results; other firms claim that you 
must get men from the outside. Some time-study men—I am not 
i'peaking of those in the expert's employ, but those in the shops— 
after the system was installed were college boys. We inquired of 
one of them what basis he had for reaching the conclusion that cer- 
tain times from the time studies were the ones to be selected. I may 
say, for the benefit of the conmiittee. that every time study varies; 
that is, the worker is rated a little slower this time and a little faster 
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the next time on the same operation or manual movement, and they 
father hundreds of thousands of figures and then from this mass of 

gures they must pick out what will be the times they will accept 
as the standard for determining the time to be set the job. Each time- 
study man or almost every time-study man has got a different sys- 
tem of his own. Some throw out all of the maximum times and then 
take the average times and the minimum times and divide that by 
two and say, " This shall be the time." Others throw out all of the 
maximum times and all of the minimum times and from the re- 
mainder strike a curve and take the straight line. Others seemingly 
have no system. This time setter in a large concern where the high- 
est paid girl, when she earned a premium, secured $8.24 a week—the 
highest paid girl in the plant—had a system for throwing out cer- 
tain maximum times and minimum times and then using others until 
from the curve he secured a straight line on tiie chart he platted out, 
and we asked why he did this, and he said, " Why, he was following 
So-and-So's method." "Well, why did So-and-So adopt this rule'<" 
He said, " I don't know; I suppose he knew what he wanted to get, 
and that is why he worked out that rule." That is the only knowl- 
edge this man had of why he had a certain rule for detennining what 
was the time selected in determining how much was a task for some- 
body and on which they had to earn a living. We found the majority 
of others equally as ignorant. 

While on our inspections we had a time study or two made in every 
plant. In one plant where we were assured that the workers had no 
opposition to being stop-watched—that is, having the time-study man 
back of them with a stop watch keeping the records; we had time- 
study man make some time studies for us. We were not satisfied with 
the way he was doing the job, and we had him do it over again. We 
then called his attention to the fact that he had marked variations in 
his figures, and he said: " I could have got it closer than this, but it 
made me nervous to know that you were watching me." ' [Laughter.] 

Aside from a few notable escoptlons In the sliops and .some men who make a 
genernl profession of time stuily In connection with the Installation of " scientific 
nmn-njienient." this theoretically Important functionary receives little more than 
good mechanic's wajjes and has little voice In determinlnK shop policies. The 
Btart Is often made nt $15 per wi>ek. A good time-study man, according to cur- 
rent standards, can be had nt from $75 to $10() a month, and $125 per month Is 
rather hlch rating for experienced men If the statements of scientific ninnajjers 
are to be trusted. In fact, the time-study man, who. It " scientilic manasement" 
is to make goml the most imiJortant of its lalior claims, .should be among the 
most highly tralne<l and Influential officials In the shop, a scientist in viewpoint, 
a wiser arbiter between employer and workmen, is, in general, n pett.v function- 
ary, a specialist workman, a sort of clerk, who has no voice in tlie counsels of 
the higher officials. Tliere are, of course, exceptions to this general rule, but 
taking the situation as a whole, the quality of the time-study men actually set- 
ting tlie tasks In "scientific-management" shops and the position which they 
occupy are such as to preclude any present possibility of the fulflllmeut of its 
labor claims. 

In addition to the setting of the task and then the stimulating of 
the worker by the payment of a bonus and the premium systems, 
they have other methods. I have already called your attention to 
those standards with the figures on in the garment factory. 

One of the gentlemen who came before this committee recently, nnd 
who spoke about the interest which he had in the welfare of his 
employees, has evolved an additional stimulus which at least is unique. 

3fil02—16 ^21 
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Do you know whnt the metionome is? It is a little box-lilce clock 
arrangement with an arm in front that the piano pupil sets in motion 
to count time. This gentleman has fome operations in his plant 
where objects are laid on the bench, where they are covered with a 
spray, and the operator stands up this way [illustrating] and moves 
an air needle or brush up and down from one row to the other. They 
have the efficiency method of payment there. That was found insuffi- 
cient, and so after timing tliese operators with the time watch until 
they had the time set, then in front of each one they placed a metro- 
nome like this [illustrating], and then as this arm beats backward 
and forward the worker goes up and down with the tool. 

I want to call your attention to a condition that we found, in addi- 
tion, where scientific management endeavored to stimulate labor. 
I am quite sure the committee has heard so much about task and 
bonus that they Icnow just about what it is. The foremen are paid 
a bonus. They are paid a bonus based upon the percentage of the 
workers under them who reach their bonus. In another firm that 
did not have a metronome, but something else which they thought 
would be as efficient in getting the last possible ounce from the 
workers, they paid a bonus to all the foremen, based upon the per- 
centage of workers under their charge who earned their bonuses. 
Then they paid a bonus to the time-study man and task setter, based 
upon the number of workers who failed to make their bonus. In 
other words, the time-study man was paid a bonus, based upon the 
number of workers who failed to make task and earn the bonus, as 
he made the task so difficult that fewer of the workers could accom- 
plish them his bonus increased. If he set the task more reasonable 
and a larger number of the workers completed their task before the 
time set, he lost his bonus, so that the task setter was pitted against 
the foreman and the amount of his paj' envelope depending upon his 
setting the tawk so high that but few of the workers could reach 
it, the foreman received his bonus, based upon the number of work- 
ers who earned their bonus, so that the time-study man and the fore- 
man were continually fighting each other over the question of the 
jobs, and naturally the foreman was using every possible means 
within his power to drive the workers under him to earn their bonus, 
because extra money in pay envelope for him depended upon his 
doing so. So that task and bonus or premium or the differential piece 
system has not been entirely satisfactorj' to some employers in de- 
termining the output that a human being is capable of producing 
every day. 

Mr. LONDON. Will you allow an interruption here? 
Mr. FRET. All you want. 
Mr. IJONDON. Would an employer gain by setting the task so high 

that only a snuill percentage of the employees would come up to it f 
Mr. FKET. I could not answer that, l)ccause I am not an employer, 

any more than we could answer a good many questions like this, for 
instance: Why is it that employers used to force the employees to work 
from sunrise to smiset? Why did they clean out the orphanages and 
other eleemosynary institutions in England, a few generations ago, 
and put the inmates into the cotton mills? We can not answer those 
things. 



METHOD OF DIHECTING WORK OF GOVERNMENT EMPLOYEES.      828 

Mr. LONDON. What I had in mind was that this was a temporary 
condition in this plant. 

Mr. FHEY. NO ; this was the fixed policy. 
We found these three principal methods of paj'ment in operation: 

Task and bonus, premium, and differential piece; but they varied in 
almost every plant. In some plants the management felt that 35 
per cent bonus on the hourly rate was the necessary bonus to secure 
the fullest output from the workers. In other plants we found that 
they thought 20 per cent was enough. We also found that there were 
combinations or branch lines from these main systems, so that we 
foimd in all some 27 different forms of those three basic methods of 
payment, each one endeavoring to stimulate the workers to the right 
degree. 

I want to say, in justice to some of the efficiency engineers and 
some of the firms, that they were conscious of the danger of overspeed- 
ing labor, and, while they might set their tasks high, they were un- 
willing that the workers should exceed the tasks set, and they penal- 
ized a worker for doing much more than the task set, some of them 
by removing the hourly wage rate, so that if it was a 10-hour day and 
the operator performed the task within an hour, within the time 
set, and earned a bonus each hour, if "they exceeded their output, 
and would make the "ninth shoe" that was spoken of this mornmg, 
they were penalized by merely getting their bonus and not getting 
over the 8-hour rate. Hut we only found four firms that had made a 
definite effort to prevent overexertion. In all of the others we found 
such conditions as I have called attention to, as added stimulus to go 
the limit. 

Mr. IJONDON. Four out of how many ? 
Ml-. FRET. Thirty-five. 
We also found that it was almost impossible to secure any scien- 

tific basis for a comparison between these various forms of payment. 
We could submit a good many figures to you showing that under 
a bonus system, at a certain basis, a worker would receive 15 or 20 
per cent more total earnings in a week than under some other system 
tor the same number of pieces, but I am not going to burden you 
with that. I will simply say that if the committee desire we will 
have the mass of figures worked out in Mr. Hoxie's book, and it 
would be too dry reading to submit at this time, but very valuable. 
I merely want to say that this subject was minutely analyzed. Per- 
haps I can call your attention to this—I am just reading from mj 
own field notes now, and I leave out the names of the efficiency engi- 
neers who were with us on this trip: 

I asked on the way down, discussing the tasks and bonus, the task 
and premiums with , and , and if a man beats 
the task—that is, should the man on a task set for 10 per day put 
up 11, would he receive the full time allowed for taslt and bonus on 
the eleventh and twelfth piece? 

Under the premium system at manufacturing company, if 
the task was 10 and the man put up 11 or 12, he woiud receive but 
one-half the total time around for all over 10. 

I might say that that is the Halsey system that is in vogue at the 
WatertoNvn Arsenal, where instead of the man on the ninth shoe get- 
ting $1.50, the time is set, the man is paid one-half of all the saving 
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that he makes: Example, if 100 pieces a day are the required task 
to receive bonus at and the basis was 33J per cent, and 3 cents 
?er piece allowed. This would give the worker $4 for his day's work, 
f he put up 50 pieces in addition, this would give him $2 more, 

making his earnings $6.   At the  Co., if the task was 100 and 
the price equivalent of 4 cents, the man would get $4 for the 100, 
and half of that price for all over, so that but 2 cents would be given 
for all over the 100. 

If he made 50 more, he would get but $1, making $5 in all. There- 
fore, under the task and bonus system, one worker in one plant 
would receive $6 for 150 pieces, and in the other plant, under the 
premium system he would receive $5 for 150 pieces. Both of these 
plants were in the same city, and both used the same time study and 
task setting methods, but one paid bonus and one paid premium. 
There would be a difference of $1 a day in the earnings in such an 
instance as just cited. 

Mr. LONDON. The same number of hours? 
Mr. FREY. The same number of hours; yes, sir. I find the time, 

Mr. Chairman—the time is passing, and I wanted to go into greater 
details in some of these matters, and I must touch on the Watertown 
Arsenal—I would like briefly to say something about speeding up, 
and then pass from that to what I think is an even more important 
feature. 

Here, again, instead of making this an oral statement, I will con- 
dense by reading the joint conclusions reached by Mr. Hoxie and 
indorsed by Mr. Valentine and myself: 

A much more definlto issue is lirouglit up by Mr. Taylor's claim that " scien- 
tific mnnnRement" {ruiinls the worl<ers ngnlnst overspeeiling and exhnustion 
tlirouRh careful studies of fntijnie and tlie sottlnj; of the task on the linsis of a 
Inrfre numlier of performances, hy men of .different cnpacltles and with due and 
scientific allowance for the huninn factor and leRitlmnte delays. It has l>een 
pointed out already In the discussion of time study that tasks are set In all sorts 
of ways, witli reference to the men chosen an<l the number of performances 
timed. Tliere is no Rcnernl rule. And It was also denjonstrnted that no scien- 
tific method had been developed for the mnkins of human nllownnces, and that 
these are sometimes very liberal, but sometimes also unduly curtailed. It must 
be adraittfMl on the other hand tliat " scientific manaKement " can and often does 
Ro fiir through the study of machinery and the careful observation of the on- 
poinp process of production toward the establishment of proper allownnce for 
leffltlmate delays, not connected directly with the human factor. When we 
come, however, to the mntter of fatigue studies, and their connection with 
8pee<ling and exhausion, Mr. Taylor's claim seems to break down completely. 
Ko actual fatigue studies were found taking place In the shops, and the time- 
study men employe<l, who should be chnrge<I with such studies, seemed. In gen- 
eral, to be finite Indifferent or quite Ignorant in regard to this whole mntter. 
Fatigue studies apparently are not made when the tasks are set, and. if after- 
wards complaint Is made, the classical metlio<l of dealing with the subject Is to 
"demonstrate" to the worker that the task can be done In the time set. Efforts 
to discover from " scientific management " experts proper methods for studying 
fatigue brought out only vague replies. Were it not for certain examples clte<l 
In " scientific management " texts, there would seem to be no ground for cretllt- 
Ing It with any scientific aspirations In this connection. This does not mean 
that no atfenfion to fatigue is given In "scientific management" sliops. Cases 
were found where the health and energy of the workers were carefully observed 
end attempts were made to adapt the work to their condition, but the methods 
employed were the rough and ready ones of common-s.»nse observation. 

Mr. FRET. In one plant, and the gentleman who owns this plant 
is ft very high-grade man in every respect, a good citizen, with an 
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interest in the welfare of his employees, scientific management, in- 
stead of keeping him informed of what is going on in the plant, pre- 
vented him from discovering a great many things. There we found 
overstrain in more than one instance. There was one machine in 
the plant, perhaps as long as this table [indicating] which is oper- 
ated by a foreman, or what was called a straw boss and a man assist- 
ant. On this side of the machine [indicating] were five girls who 
took the material from a table farther away and placed it into com- 
partments as the machine went around, and gathered this material 
up. At the other end three girls picked up the finished product of 
the machine and put it away. The bonus depended on gang produc- 
tion. If there was any interruption in the production it meant per- 
haps loss of the bonus. This gentleman wanted us to discover how 
the employees felt toward scientific management, and we were given 
the privilege of interviewing many of them, one by one. We dis- 
covered that the five girls who fed the material into the machine on 
this side [indicating]—each fed two bins—when they wanted to 
answer calls of nature they had to stop the machine, and the fore- 
man raised the dickens, because there was a break in the production, 
and the girls had got to the practice of taking cathartics to prevent 
loss of time during working hours, because they found, with the 
girls leaving intermittently, that they could not keep the bins filled 
over a minute at what they were forced to keep their own and the 
absent girls supplied. It was found that the girls could not answer 
calls of nature and keep up with the time which was set for the 
performance of the task. 

As indicating that all the scientific management experts are not of 
the opinion that the day's work or task should not be exceeded, or 
that speeders-up should not be employed, Mr. Parkhurst read a 
paper before the American Foundrymen's Association, in which he 
described how he had introduced the system in one of the establish- 
ments in Detroit. He advocates the breaking or records, and advo- 
cates the stimulating of the men by pacemakers. I will quote this 
brief sentence from his paper: 

They have gang protluctlon there In the foundry, and the same men have 
been running the Job for some time. 

Here he says: 
These snme men asked to be told a day or two before the pattern went out 

of the sand— 

That is, before the order was completed— 
80 he and his gang could put up a record that no other gang could touch. 

It is from such records, plus the time studies, that the records for 
performance are established. 

We found this: That the tendency of scientific management is to 
bring about an autocracy in industry. They all told us it was im- 
possible to successfully work out the methods of scientific manage- 
ment if there was such a thing as industrial democracy; that their 
methods were accurate; they knew what they were doing, and that 
these features were not more subject to collective bargaining than the 
question of whether the sun sets in the west or the compass points 
to the north; that when they demonstrated anything scientifically 
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that was the end of it, and therefore there could be no collective 
bargaining; that the methods of scientific management are the com- 
plete negation of what we call industrial democracy. 

We found but two plants in the country where methods of scientific 
management were applied, where union men were employed. In 
one of the plants union men were only employed in one department, 
and in that department there Avere no negotiations with the com- 
pany relative to wages. In other words, while they were members 
of the union, the union in no way took up terms of employment with 
the management. As to the other plant where union men were em- 
ployed, they were employed as the result of a boycott that was na- 
tion wide and the company's product had become so seriously af- 
fected because of these labor troubles that they had entered into an 
agreement with the unions shortly before we visited the plant and 
they were trying to continue the system under union labor. Those 
are the only two cases where union labor was employed under scien- 
tific management to my knowledge with the exception of the Gov- 
ernment navy yards and arsenals. 

Mr. LONDON. In those places, what did you find the attitude? 
Mr. FRET. They w-ere so bitterly opposed they were waiting for 

the system to be thrown out or go on a strike. I should like to call 
the committee's attention to what I have to say on pages 21, 22, and 
23 of my report and pass over without touching on it. 

Mr. KEATING. You will insert that in the record? 
Mr. FRET. Yes, sir; because that deals with this question of indus- 

trial democracy. There is one tendency of scientific management 
that, to my mind, is perhaps as serious, and that is that the motion 
studies made in connection with the time studies, aim to transfer to 
the firm, as the firm's property, what we call craft skill, or craft 
knowledge and manual skill. They aim to supplant the skilled labor 
with lesser skill or unskilled labor. To illustrate: in one of the large 
establishments that I speak of where they had standardized the 
length of threads, there were a number of men who had been in the 
company's employ from 15 to 25 years whose wages on that work 
ran from $33 to $38 a week. When they introduced this system of 
subdivision they called in these men and gave them two weeks' pay 
for faithful service and let them go and put in women, who received 
only one-half of what these men had previously gotten. The object 
of scientific management is to subdivide the skill so that a little bit 
can be done by one workman and a little bit by another. To use an 
illustration, they will study a barber, so that in the barber shop 
there will be one man who will be doing nothing but getting water 
and keeping it at the right temperature; one barber or man to work 
up the lather; another to apply it; another man to do the shaving; 
one man to do the stropping; another man to wash your face, and to 
wipe your face with a towel  

Mr. LONDON. How about the man who does the talking? 
Mr. FRET. Oh, they would have a phonograph for that. It is that 

subdivision'that is dangerous, and I would like to have inserted in 
the record an editorial that ajipeared in the International Molders' 
Journal, on pages 20 and 27.   It shows the gist of this tendency. 

Mr. KEATING. Without objection it will be inserted at this point. 
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(The document referred to is as follows:) 
MODEKN INDU6TBY AND CRAFT SKU.!. 

The one great asset of the wageworker has been his craftsmanship. We 
think of craftsnian.ship ordinarily as the abiiity to manipulate skillfully the 
tools and materials of craft or trade. But true craftsmanship is much more 
than this. The really essential element in it is not manual skill and dexterity, 
but somethins stored up in the mind of the worker. This something is partly 
the Intimate knowledge of the character and uses of the tools, materials, and 
processes of the craft which tradition and experience have given the worker. 
But beyond this and above this. It Is the knowledge which enables him to 
understand and overcome the constantly arising difficulties that grow out of 
variations, not only in the tools and materials, but In the conditions under 
which the work must be done. 

In the past, for the most part, the skillfid manipulation of the tools and ma- 
terials of a craft and this craftsmanship of the brain have been boinid up 
together In the person of the worker and have been in his possession. And it 
Is this unique possession of craft knowietlge and craft skill on the part of a 
body of wageworkers—that Is, their pos.session of these things and their em- 
ployer's ignorance of them—that has enable<l the workers to organize and force 
better terms from the employers. On this unique Dos.session has depended 
more than on any other one factor the strength of trade unionism and the 
ability of unions to improve the conditions of their members. 

This being true. It is evident that the greatest blow that could be delivered 
against unionism and the organlzetl workers would be the separation of craft 
knowledge from craft skill. For if the skilled use of tools could he secured 
from workmen apart from the craft knowledge which only years of ex-perience 
can build up, the production of " skilled workmen " from unskilled hands would 
be a matter in almost any craft of but a few days or weeks; any craft would 
be thrown open to the competition of an almost unlimited labor supply; the 
craftsman In It would be practically at the mercy of the employer. 

Of late, this separation of craft knowledge and craft skill has actually 
taken place in an ever widening area and with an ever increasing acceleration. 
Its process Is shown In the two main forms which It has been taking. The 
first of these Is the Introtluctlon of machinery and the standardization of tools, 
materials, product, and process, which makes production jwsslble on a large 
scale and the specialization of the workmen. Each workman under such cir- 
cumstances needs and can exercise only a little craft knowledge and a little 
craft skill. But he is still a craftsman, though only a narrow one and subject 
to much competition from below. The second form, more Insidious and more 
dangerous than the first, but to the significance of which most of us have not 
yet become aroused, is the gathering up of all this scattered craft knowledge, 
systematizing it and concentrating it in the hands of the employer, and then 
doling It out again only In the form of minute instructions, giving to eacl; 
worker only the knowietlge neede<l for the mechanical performance of a par- 
ticular relatively minute task. This process It is evident separates skill and 
knowledge even in their narrow relationship. When It is completed the 
worker is no longer a craftsman in any sense, but is an animated tool of the 
management. He has no neetl of special craft knowledge or craft skill, or any 
power to acquire them if he had, and any man wlio walks the street is a 
competitor for his job. 

There is no body of skilled workmen to-day safe from the one or the other of 
these forces tending to deprive tliem of their unique craft knowlwlge and skill. 
Only what may be termed frontier trades are (leix;ndent now on all around 
craftsmen. These trades are likely at any time to he standardized and systema- 
tlze<l and to fall under the inlhicnce of this double process of specialization. 
The problem thus raiscMl Is the greatest one wliich organized labor faces. For 
If we do not wish to sw the .Vmerican workman reduced to a great semiskilled 
and perhaps little organized mass, a new mode of protection nuist be found 
for the working conditions and standards of living which unions have secured, 
and some means nnist be discovereii of giving back to the worker what he Is 
fa,st h)sing in tlie narrowing of Hie skill and the theft of his craft knowledga 
It l.s anotlier problem whidi the organized workmen must .^soive for Ihemselvea 
and for society. 
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Mr. FRET. Before passing to the Watertown Arsenal, I would like 
to read the statement that Mr. Hoxie, Mr. Valentine, and I prepared 
after we had finished the Tloxie report. It contains the substance of 
our joint conclusions, and I will read it for the benefit of the com- 
mittee : 

Two essential points stand forth. The first point is that " scientific manage- 
ment," at its best, and adequatel.v applied, exemplifies one of the advanced 
Stages of the industrial revolution which began with the invention and introduc- 
tion of machinery. Because of its youth and the necessary application of Its 
principles to a comjietltlve state of industry, it is in many respects crude, many 
of Its devices are contradictory of its announced principles, and it is Inade- 
quately scientific. Nevertheless, it Is to date the latest word In the sheer 
mechanics of production and Inherently In line with the march of events. 

Our Industries should adopt all methods which replace inaccuracy with 
accurate linowledge and which systematically operate to eliminate economic 
waste. " Scientific management" at Its best has .succeede<l In creating aa 
organic whole of the several departments of an Institution establishing a co- 
ordination of their functions which had previously been Impossible, and. In this 
respect, it has conferred great benefits on Industry. The social problem created 
by " scientific management" does not lie In this field. It is In Its direct and 
Indirect effects upon labor that controversy has arisen, and it was in this field 
that the investigation was principally made. " For the present, the Introducers 
and appllers of "scientific management" have no infiuences to direct them, 
except where labor Is thoroughly organized, other than their ideals, personal 
views, humanitarlanlsm or sordid desire for immediate profit with slight regard 
for labor's welfare. 

The second point Is that neither organized nor unorganized labor finds In 
" Scientific management" any adequate protection to their standards of living, 
any progressive means for industrial education, or any opportunity for indus- 
trial democracy by which labor may create for Itself a progressively elBclent 
share In efllcient management And, therefore, as unorganizeil lalwr is totally 
unequlppe<I to work for these human riglits. It becomes doubly the duty of 
organized labor to work unceasingly and unswervingly for them, and, if neces- 
sary, to combat an Industrial development which not only does not contala 
conditions favorable to their growth, but. In many respects, Is hostile soil. 

Mr. FRET. While scientific management has said a great deal 
about training the worker and making him efficient, with but one or 
two exceptions we found no apprenticeship system. We found they 
were opposed to apprentices; that they believed that the old-time 
mechanic was no longer necessary, and that they could specialize 
the work so as to get along without them. The Watertown Arsenal 
has an apprenticeship system. Col. Wheeler told us at that time 
they had 11 apprentices in that plant. We found plants where they 
had previously had an apprentice system, that they had eliminated 
it. One of the officials of a plant, with reference to apprentices 
said to us: 

We can not take a man under apprenticeship and let him do different things 
for four years and then pay him $21 per week. We must put him on one job and 
keep him on one Job. 

There are some boys and girls In the composing rooms, and I would like to 
teach them to become printers, keyboarders, proof readers, make-up men, stone 
men, and teach them two or three phases of the business, but I have the threat 
In the back of my head that at the end of four years I must make them earo 
|21 a week, and I can go at the end of the four years and get a much better 
workman for the money, so I must keep them on one job. 

In other words, imder this system, he depended on hiring men 
that other employers had trained, but was not willing to pay for 
training the men himself. 

Mr. ICEATINO. In your judgment, it practically wipes out the 
apprenticeship system! 
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Mr. FRET. Absolutely. 
Mr. KEATING. It affords the worker no opportunity to learn his 

trade? 
Mr. FRET. Absolutely not. 
For instance, one gentleman who came before us and spoke about 

his plant, and the ideal conditions existing there said with reference 
to apprentices: 

Where you manufacture you must specialize, and a flrst-class all-around 
mechanic can do better, using all his knowledge. We decidedly do not have the 
facilities here for making flrst-class, all-around mechanics; a specialist Is more 
valuable to the company. 

I think, Mr. Chairman, that inasmuch as you want to know some- 
thing, or I think you do, about the Watertown Arsenal, it might be 
well to refer to that at this time. 

Mr. KEATING. I think the committee would appreciate testimony 
on the Watertown Arsenal. 

Mr. FRET. I will say that I have here our field notes taken during 
our investigation of the Watertown Arsenal. I also have the results 
of the investigation made by Mr. Miner Chipman, who is an efficiency 
expert, who was trained under Mr. Harrington Emerson originally, 
and later on went into the business himself. 

Mr. SMITH. HOW long a time was he in obtaining these field notes 
from the Watertown Arsenal ? 

Mr. FRET. I do not know how long Mr. Chipman devoted to that. 
Mr. SMITH. HOW long did you spend yourself? 
Mr. FRET. Three or four days. 
Mr. KEATING. For this entire investigation, how long a time did 

you spend? 
Mr. FRET. Sixty days in the field, but I have been studying this 

question for a good many years. This might interest the committee. 
Here is a card I got from one of these scientific managers himself, 
and here is the information they require about an applicant for work 
before they will give him a change to go to work: " Name, residence, 
age, height, weight, color, nationality, education; married or single, 
relatives employed in this company; number and relation of rela- 
tives ; had he been previously employed; children; religion; politics; 
union or nonunion," and then there is also that physical examination 
of the eyes, ears, heart, lungs, and kidneys beiort they are able to 
get a job. 

Before going to Mr. Chipman's evidence, which you will find in- 
teresting, and some of it charted, let me say that there has been a 
great deal of controversy over the Watertown Arsenal and the condi- 
tions that exist there. There have been very contradictory statements 
in reference to it. I merely want to call the attention of the commit- 
tee first to some facts that came under my own observation. The 
jobs were set through time studies made very largely by a Mr. Mer- 
rick. The jobs were set very unevenly. Theoretically, when a job 
has been time studied and motion studied by an efficiency expert, accu- 
rate time should be set. There should be no marked variation in the 
difficulty of performing one task over the other. 

In the Watertown Arsenal, we found most extraordinary condi- 
tions on a number of jobs. I am a molder by trade, and worked at 
it some 15 years, and for almost 20 years, I have been an officer of the 
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Molders' Union in one capacit}' or other. So, I am thoi'oughly 
familiar with foundry conditions, at least in my own trade. I will 
call attention to three jobs—I could call j'our attention to many more, 
but it is not necessary—one of which was a little square band, made 
in a flask. This box was a small one, 14 inches by. 14 inches and 7 
inches deep. This band was made in this small bench flask, and 
finally they changed the size of the band and made it smaller. Now, 
while the band was made a little smaller, it required identically the 
same amount of work to make the mold; the same amount of sand 
had to be rammed, and the same motions gone through. But they 
took off five minutes when they made the pattern a little smaller on 
one side. They took five minutes off because they made the pattern 
smaller, though this had made no difference in amount of labor re- 
quired to produce it. 

On another job, steps for a gun carriage. The steps had diamond 
shapes on them. They were made one pattern in a flask. They later 
on made a smaller pattern and were able to put two in the same flask. 
These two patterns, however, were larger and occupied more space 
than the single pattern, and it was necessary for the molder to run 
nails through the sand between these two patterns to keep the mold 
from breaking down when the iron was poured in, so that the molder 
had the work of securing the sand between the two patterns; had two 
patterns to draw instead of one, and instead of allowing the same 
time on the job, they cut off one half an hour's time, all under scien- 
tific management. 

A more extraordinary incident was the molding of a hand wheel— 
now, I may be wrong in the name of the hand wheel, but on the job, 
1 am right. It was for a 14-inch and IG-inch gun carriage. The 
original job had been made for some time, when the new hand-wheel 
pattern was brought in. I am speaking of these jobs, having seen 
them and discussed these in front of Col. Wheeler and Maj. Wesson, 
who was responsible for setting the time. The new hand-wheel 
pattern was identically the same as the first one with one or two 
minor exceptions. The bead on it and the oval of the arms was 
practically as deep. I can assure the committee, in making the joint 
or parting, there was practically no difference, but the new wheel 
had this difference, that the hub was 2 inches shorter than the hub 
in the original pattern.   They took off two hours and a half time for 
2 inches less sand that the man had to shovel and ram in the drag. 
I think I am well within the mark when I say that the average 
molder would not take over five minutes and go easy, to shovel in 
the extra sand and do the extra ramming in the drag. 

When they reduced the hub 2 inches, by some hocus pocus they cut 
two and a half hours off the job. 

I could weary the committee by taking up one piece after another, 
but I do not think it is necessary. The employees of the Watertown 
Arsenal became interested in what scientific management was doing. 
They became concerned, and they finally went to Mr. Minor Chip- 
man, whose offices were in Harvard Square, Cambridge, and who had 
a staff of highly trained men with him, and he consented to make an 
actual investigation of the results in scientific management in the 
Watertown Arsenal. This [exhibiting book] is what he discovered. 
This is his report, and it is worth its weight in gold, because you 
tan not get any more.   He had access to some of the Government 
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records. In addition to that, some 221 emploj^es furnished Mr. 
Chipman with information as to their work, as to their opinions 
relative to scientific management, and why they held them. 

Now, if there is anything scientific in time study and task setting, 
1 will say it is something in the evenness of the jobs and any serious 
errors not being made in setting the time for the task. But we dis- 
cover instances whei'e the time-study man had made such serious 
mistakes as the difference between 8i hours time to make a job and 
27 hours. I have here three chaits showing the efficiency of certain 
workmen in the plant during a month, indicating that instead of 
the tasks having been studied with any degree of accuracy, that the 
tasks were unbalanced so that at times the men could only make 21 
per cent efficiency on the job and sometimes 200 per cent. It is the 
best evidence I know of, of the absolute unworthiness and unscientific 
character of time studying. I think the committee should see this 
chart. 

(The charts were thereupon exhibited to the committee.) 
Mr. FRET. This is a record of employee No. 2518, being for tho 

month of April, 1914. He was a very high-grade man. His average 
efficiency for the month was 121 per cent. Here is 100 [exhibiting]. 
Had the job been set with scientific accuracy, a man working nor- 
mally would show a straight line running along here [exhibiting], 
but instead of that, he produces more than the standard, and his 
average was 121 per cent. This zigzag line is the job he worked on. 
In this one he made 172.9 per cent efficiency, where here [exhibiting] 
he was able to accomplish only 45 per cent efficiencj'. This is evi- 
dence, as far as this workman is concerned, that instead of the time 
being set accurately, it was set very ridiculously and very carelessly—• 
more carelessly than anything you would expect to find in any well- 
managed establisliment. 

Mr. LONDON. Was he working all the time on the same kind of 
work? 

Mr. FRET. NO, sir; working on different jobs. A job would come 
in and he would be allowed so much time to perform the work. If 
the time was set accurately, he would have 100 per cent efficiency. 

Mr. LONDON. Occasionally he fell below 60? 
Mr. FRET. He fell to 49. 
Mr. LONDON. IS not that a case where he was asked to do work he 

was not accustomed to ? 
Mr. FRET. NO, sir; but the time being set so short, it was impos- 

sible of accomplishment. 
Mr. KEATING. All this work was in line of his trade? 
Mr. FREr. He was a machinist, and these are different jobs given 

to him on his machine. 
Mr. KEATING. YOU say this man was a high-class machinist ? 
Mr. FREY. Yes, sir; his number is 2518. I have not his name, but 

he is a very high-class man, and his work is a matter of Government 
record. Here is a man [exhibiting] on another job. This is another 
high-grade man. Here is a low-grade man [exhibiting]. His aver- 
age efficiency through the period was only 96 per cent. We find a 
very remarkable variation here [exhibiting]. Although his average 
was only 96 per cent for the period October 1, 1912, to September 30, 
1913, his efficiency went as high as 149 per cent on some jobs.   On 
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this job here [exhibiting] he went as low as 39.3 per cent. It is evi- 
dent that so far as setting the times are concerned, there was no 
scientific accuracy about the thing at all, when we get the facts and 
get away from theory. 

Mr. KEATING. Have you a third man's record there ? 
Mr. FREY. Yes, sir; this is a third man [exhibiting]. I do not 

want to take up more time. It is really an extraordinary one. It is 
the same workman, No. 2518. During this time his average efficiency 
was 121.35 per cent. In other charts his efficiency was only 121 per 
cent. This month his efficiency was a little higher. In this job he 
actually did the job in one-half the time that had been set for it. On 
this job [exhibiting] he was only able to accomplish 21 per cent of 
the work which the time card called for. 

Mr. LONDON. HOW was the standard of 100 per cent determined? 
Mr. FRET. Congressman, that is what I tried to explain in my 

general statement in the beginning. There is no standard except an 
individual's time study, and that man's idea as to what the standard 
sliould be. 

Mr. LONDON. Referring to the arsenal, how do they fix the 
standard? 

Mr. FREY. Out of their heads. There is no standard in existence 
except what they want to establish. 

Mr. KEATING. Have you copies of those diagrams, Mr. Frey ? 
Mr. FREY. No, sir; I have already said that this is a most valuable 

record which I have. 
Mr. NOLAN. IS there any way by which the committee could bor- 

row this and then return it? 
Mr. FRET. I will loan this to the committee, but I would want to 

hold the committee responsible for it. 
Mr. KEATING. If the committee wanted to reproduce the three 

charts it will only be necessary to send Mr. Frey to some photo- 
grapher to have it done. It is not necessary to take the book out of 
his possession except to have the photographer make copies of these 
chnits. 

Mr. NOLAN. Can you have a photographer make copies and submit 
them to this committee to be incorporated in your testimony? 

Mr. FRET. Yes, sir. I want to quote now a moment from my own 
field notes during the interview we had with Col. "Wheeler, in which 
I was taking up the jobs in the machine shops: 

Case No. 1.—First a time of 5 hours was set on a Job by the time study 
man, but this was found to be insufficient and 12 hours was allowed, and later 
on it was inprease<l to 19 hours as the time study man found he had made a 
mistake in changing the geans. 

Case No. 2.—^The premium had to be given up, because the time study maa 
found that there was no telling what was to be done until the Job had been 
completed. 

Case No. 3.—The time on the Job was set at 8J hours; later on it was found 
necessary to allow 27 hours time for making the Job, the time study man having 
made n mistake of 18J hours on a 27-hour Job. 

Case No. /;.—The time study man set a time of 5 hours 36 minutes on a Job 
which it was found necessary to set 12 hours and .54 minutes on when the 
machinist was able to have his complaint heard by a higher authority. 

In case No. 1 they discovered that somebody had changed the gears 
in the machine, without notifying the time study man or the task 
setter, but the machinist had to bear the entire burden of that thing 
himself. 
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On another job, case No. 3, a time of eight hours and a half had 
been set. The machinist claimed that he could not possibly finish the 
job in that time; that it was an inhuman task, and later a study was 
made and it was discovered that they had made an error in the plan- 
ning room and eventually the time was set at 27 hours. So, after the 
job had been given to the workman with 8^ hours to perform it, it 
was necessary eventually to allot 27 hours to the job. I want to call 
attention to this not that it was a great error, but the fact that it is 
only those kinds of errors that give the workmen much of a chance to 
be heard from, or to get a hearing from the management, and it is 
the hundreds and thousands of mistakes of less size than this that 
bear down and harass the workmen and leave them with no oppor- 
tunity to get a hearing. While, of course, these are extraordinary 
mistakes, just as many mistakes are occurring right along that do 
not show such a remarkable margin of error as those. 

Another thing we found in the Watertown Arsenal that seemed to 
be very unfair to labor—and it seemed to be unscientific from a 
scientific viewpoint—was the practice of putting skilled men under 
the task bonus system and paying helpers who were with them 
straight day wages, which made the mechanic on the job a task mas- 
ter over the unskilled laborer, who only got a straight day's wages, 
and it saved them the trouble of having a foreman over men of that 
kind, because each mechanic would see that the helper was hitting the 
hay as rapidly as possible, in order to get the bonus. 

Mr. LONDON. On what basis was the day wage calculated? 
Mr. FRET. I do not know. I did not go into that. It had reached 

the point where some mechanics had found it necessary to, as they 
Bay, grease the laborer's pocket, and they paid out $2, $3, or $4 a week 
to their helpers, in order to give them the necessary stimulus to put 
up the day's work. But gentlemen, I think I had better open myself 
to questions. I am afraid if I get started on some of these tilings, 
with time passing—and I have not dug into the matter that I have 
here at all. One moment. I can not pass this. The point has been 
raised by Gen. Crozier and others that organized labor was opposed 
to scientific management because it was organized labor, and that 
unorganized labor was not. Out of 221 employees who sent informa- 
tion to Mr. Chipman, I find the following: 

There Is evidence of deep-rooted objections to the system In the fact that so 
large a nunil)er—221—or 94 per cent of the 235 men who replie<l sl}me<l the 
letter autliorizlng Miner Chipman to go into the matter as their counsel In the 
matter. 

It has been claimed for years by the ordnance department that it was the 
union men who were opposed to the Taylor system and wlio fomented njrltntion 
acninst It at the Watertown Arsenal. The answers to the question sheet sliow 
the opposite. 

A majority of those " opposed " to the Taylor system at the Watertown Arse- 
nal are nonunion men. 

The exact figures of the 214 " opposed " are: 113, or .52.8 per cent are non- 
union and 101 are 47.2 per cent are union men. Of the 16 " not opposed " 11 
are nonunion men and 5 are union men. Tlie an.swers to question 11, " Do you 
thin)< the.agitation Is brought about through union ialwr or similar sources?" 
show 137 answering " no," 28 answering " yes," and 70 giving no answer. 
This is what the men themselves know to be true, and they are In a better 
position to know the truth than anyone else, 

Mr. Ix)NDON. Was that 7 or 17? 
Mr. FRET. Seventy, giving no answer, the point being that the 

unorganized workmen in the Watertown Arsenal showed a greater 
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opposition to the system, so far as numbers are concerned, than the 
union men themselves. 

There have been some statements as to the accidents in the Water- 
town Arsenal. Now, these are Mr. Chipman's figures. I presume 
he secured them from some Government records, because they are 
detailed and specific, and I have heard that Gen. Crozier has made 
the statement that the accidents have decreased, but that the figures 
he uses to indicate this are based not upon the number of men em- 
ployed and the number of accidents but rather upon the number of 
accidents in proportion to production. I do not want to say that is 
so. That is my understanding. The record here indicates that there 
was 6,628 men employed at the arsenal in 1909 and 6,127 in 1914, 
so that there had been a decrease in the number of employees, but in 
1909 there were 286 accidents, and when the system got working well 
in 1914, there were 1,518 accidents or an increase of 428 per cent in 
the number of accidents in a period of five years, under which 
scientific management was in operation. 

Mr. Ix)ND0N. You have not the number for the year 1914? 
Mr. FEET. Yes, sir; I have given it. 
Mr. LONDON. I thought it was 1909 and 1911. 
Mr. FHEY. NOJ sir; 1914. The total number injured and absent 

from duty was increased from 236 to 566, or 135 per cent in five 
years. Of those injured and absent from duty, the increases for the 
respective periods of absence, have been as follows: 

From 0 to 5 flays, from 8" to 229. 
From 5 to 10 da.vs, from 37 to 75. 
From 10 to 15 iln.vs, from 13 to 37. 
From 15 to 20 days, from 44 to 101. 
From 20 to 25 days, from 13 to 34. 
From 25 clays and over, from 4C to 90. 
Injured and not absent, from 50 to 952. 

I want to call the committee's particular attention to the enormous 
increase in loss from 15 to 20 days, and also the number of days loss 
from 25 days and over—being from 46 to 90. 

Mr. LONDON. TO what do you attribute that? 
Mr. FRET. The nervous strain on the men; the failure of the 

theory of scientific management to work in practice. Accidents 
would decrease if the theory worked out in practice, but our experi- 
ence was that practically every theory as announced by any of the 
leading efficiency experts, so far as labor Avas concerned, fell down 
in practice, and very frequently the practice was directly opposite 
to the theory. I have a large number of workers' opinions here in 
which they give their reasons why they are opposed to scientific 
management. 

Mr. KEATING. In giving your testimony, you said in a certain 
year more than 6,000 men were employed at the Watertown Arsenal. 

Mr. FRET. Yes, sir. 
Mr. KEATING. As a matter of fact, is not the working force of 

the arsenal 600? 
Mr. FRET. I will go right back to my figures. I said I am quoting 

from Mr. Miner Chipman's records. I did not gather these figures 
myself. No; he had 6,628 in 1909 and 6,127 in 1914. Whether that 
means the total number of those employed or not, I do not know. I 
do not know where he got the figures, but these are the figures he 
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has. One moment. This is from the report of the Chief of Ord- 
nance, and I take it that it covers all oi the arsenals. I believe I 
turned over one page too many. 

Air. Ix)NDON. And the number of accidents you spoke of related to 
all arsenals? 

Mr. FREY. They must have referred to all arsenals. .' 
Mr. KEATING. Have you the figures for the Watertown Arsenal? 
Mr. FREY. I thought I was quoting the Watertown Arsenal fig- 

ures, but I believe it must have been for all arsenals. 
Gentlemen, I have hardly begun to uncover the soil, but, as I said 

in the beginning, I have so many facts that I have simply tried to 
bring out wliat I thought would interest the committee most and 
prove most valuable. 

Mr. KEATING. If you should encounter the Watertown figures, it 
might be well to incorporate them in the hearing in connection with 
your testimony. 

Mr. SMITH. About how many different industries employ the 
Taylor system ? 

Mr. P'REY. It would be difficult to answer that question. There is 
only one plant that I know of that has got nothing but the Taylor 
system and the other plants have partly the Taylor and partly some- 
thing from someone else. 

Mr. SMITH. DO nearly all plants have shop management of one 
kind or another? 

Mr. FKEY. NO, sir. 
Mr. SMITH. What system has Ford? 
Mr. F'REY. A system he developed himself. 
Mr. SMITH. He has the welfare system, has he not? 
Mr. FREY. Yes, sir. 
Mr. SMITH. He looks after the workmen and sees to their com- 

forts and sees that they are provided for? 
Mr. FREY. Yes, sir. 
Mr. SMITH. DO the workmen object to this scientific management? 
Mr. FREY. The workers that I talked with were either opposed to 

it or very strongly opposed to it.   The only workers I ever found in 
favor of it were some of the functional foremen who received a bonus 
under the system. 

Mr. SMITH*. What have you to say about it being necessary— 
scientific job management, as we are applying it here in this coun- 
try—being necessary for the interests of the manufacturers? 

Mr. FREY. My own opinion is tliat scientific management so far 
as labor is concerned, is wholly unnecessary for successnil production. 
That there must be something practical—sound common sense—in 
the management there is no question, but I feel that none of these 
systems, whether the system of Mr. Taylor, Mr. Gantz, Mr. Emerson, 
Mr. Parkhurst, or any of them, are at all necessary as far as the labor 
element is concerned. 

Mr. SMITH. What harm do they do? 
Mr. FREY. Where they applied, they first of all prevent any 

adequate expression of the workers' desires or consideration of the 
workers' desires. They establish an autocracy in the industry. They 
make a few men—a group—do all the thinking and all the ordering. 
The system prevents the worker from thinking. 
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Mr. SMITH. HOW long has it been in vogue ? 
Mr. FRET. A very few years. 
Mr. SMITH. And it is a new system? 
Mr. FRET. It is a new system; yes. 
Mr. SMITH. Are the workmen generally opposed to the piece 

system ? 
Mr. FRET. It all depends on the industry. In some industries the 

workers favor piecework sometimes, and in others they are strongly 
opposed to it, and in some organizations, such as I am a member of, 
all the members who work on stove plate work on piecework, whereas, 
on other work, they can not work so well and are vigorously opposed 
to it. 

Mr. SMITH. ^Vhere it can be worked, generally spealcing, what is 
the sentiment? 

Mr. FRET. As I say, so far as the workers are concerned, some are 
opposed and some are not. 

Mr. SMITH. Are there not a great many workmen in the different 
industries in favor of the piece system? 

Mr. FRET. I can not answer that. The cigarmakers work on piece- 
work and probably prefer it. 

Mr. SMITH. Are not all the manufacturing plants conducted on the 
piecework system ? 

Mr. FRET. I think so. 
Mr. SMITH. Does not that take the place of the bonus system ? 
Mr. FRET. NO, sir. 
Mr. SMITH. YOU think that is added to the piece system? 
Mr. FRET. It is added to the piece system, because either under 

the task or bonus, unless you do so much, you get a great deal less. 
In piecework yon get exactly in proportion to what you do. 

Mr. SMITH. What objection has the workman to time study? 
Mr. FRET. Some have the feeling that it is humiliating to have a 

man standing over your back, or around you, with a stop watch, 
checking off every movement you make, trying to catch you beating 
some little time. Others object because it forces them to work harder 
and harder, and it puts into the employer's hands a power which they 
use unjustly against them. 

Mr. SMITH. YOU think the general objection is that it overworks 
the men ? ' 

Mr. FRET. I should say from what the workers told me, that I 
interviewed, it was half and half. It was partly the feeling of 
humiliation in having someone stand over them with a stop watch 
and others felt that the system meant making their work that much 
harder. 

Mr. SMITH. What is the feeling of the workmen about the Taylor 
system ? 

Mr. FRET. I have not encountered one who favored it. All that 
1 have interviewed are bitterly opposed to it. 

Mr. SMITH. Are the workmen generally opposed to a bonus system? 
Mr. FRET. Some of the workers—I want to revise that statement 

as to the Taylor system. I found some workers working under the 
Taylor system who said they did not consider it hurt them much. 

Mr. SMITH. But, generally speaking, you think you are .safe in 
Baying they are opposed to it? 



METHOD OF DIKECTING WOBK OF OOVEBNMENT EMPLOYEES.      337 

Mr. FRET. Yes, sir. 
Mr. SMITH. Are the workmen generally opposed to a bonus? 
Mr. FREY. I found some who were not opposed very strongly to 

a bonus, but those were workers who had been trained in that sys- 
tem and knew nothing about conditions outside. Generally, I found 
them opposed to the bonus because they held that their bonus system 
or premium system robbed them. 

Mr. SMfTH. Do you think it should be abolished? 
Mr. FREY. Absolutely. 
Mr. SMITH. YOU think the workmen would be pleased to have it 

abolished 'i 
Mr. FRET. Yes, sir. 
Mr. SMITH. Is the same true of the premium system? 
Mr. FRET. Yes, sir. 
Mr. SMITH. What is the objection they have to that? There is 

nothing humiliating about that. 
Mr. FREY. The only objection to the premium system is, for in- 

stance, taking the nine shoes referred to by others—instead of get- 
ting as much for the ninth shoe, the worlunen would get only 
one-half. In other words, when they increased their output be- 
yond a certain point, they get only half. Now, under the task and 
bonus system, unless they complete the task within the time set, they 
do not get any bonus. In other words, if the time set for the job 
was 1 hour and the worker took 1 hour and 1 minute to complete 
the job, he would get absolutely no bonus. The bonus is an impor- 
tant feature. Some firms pay as low as 20 per cent, and I investi- 
gated a number where it was 33^ to 35 per cent. 

Mr. SMITH. It is optional with the workmen to compete for it— 
it is not compulsory, is it? 

Mr. FREY. It is practically compulsory. He has to do the best 
he can, because the foremen generally are after the bonus, also, and 
prod him up, and if he does not get the bonus, he loses his job. 

Mr. SMITH. HOW many States in the Union have statutes against 
the bonus or premium system? 

Mr. FREY. None that I know of. 
Mr. SMITH. I take it, then, from your testimony, that the objection 

to the bonus and premium system is merely a matter of compensa- 
tion? 

Mr. FREY. No, sir; it is not merely a matter of compensation, but 
partly compensation and because it tends to drive the workmen to the 
limit of their capacity. 

Mr. SMITH. DO you think generally the workman would be satis- 
fied if the premium and bonus systems were taken away from them— 
that opportunity to compete for that premium or bonus is taken 
away? 

Mr. FREY. I think, in a large number of instances, that is what 
they want. 

Mr. SMITH. HOW about the expert worlnnan, who could do pos- 
sibly one-fourth more than the ordinary workman. We find a great 
many of them, becaiise of their physical ability and muscular 
make-up, can do it with the same ease as the ordinary man. They 
should get more than the others.   How would you work that? 

Mr. FREY. They generall)' receive a different scale of wages. 

30162—16 22 
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Mr. SMITH. Well, I have heard it stated that there should be 
some inducement for a person to exert himself or practice his pro- 
fession according to his ability, and if we do away with the premium 
and bonus system, there would be no inducement to do that. What 
do you say about that? 

Mr. FRET. My experience is that the bonus system tends to make 
poor mechanics instead of good ones. I have figures, taken from the 
records, proving that the tendency of the task bonus system is to 
make the workers slight their work all they could, their only desire 
being to have it come so close to the standard as to be passed by the 
inspectors. Furthermore, as this work goes from one worker to 
another—it is subdivided—usually one does his share, owing to the 
skimping of the job by one set of workers, it makes it so much more 
difficult for the next group to perform their share. 

Mr. SMITH. DO I understand from your experience with the work- 
men, thoy are not opposed to the piece system, then ? 

Mr. P^REY. In some industries triey are not opposed to piece work, 
and in some industries they apparently prefer it. However, in some 
industries, because of the character of the work performed in that 
industry, they are strongly opposed to it. 

Iklr. SMITH. There is not enough opposition to the piece work sys- 
tem to have that particular system come within the bane of the bill. 
It ought not to be interfered with by law? 

Mr. FRET. I think it should be prohibited on certain kinds of work. 
Mr. SMITH. I think we should name the classes in the bill, do you 

not? 
Mr. FRET. I think it would be almost impossible to specify in the 

bill which work should not be done by piecework. To illustrate: A 
farmer has got a well-developed field. The soil is good. He has a 
reaper that works well. He might say, " I will pay you so much an 
acre for reaping this field." He will have, on another farm, very 
uneven ground, stones in the field, and perhaps a Virginia rail fence, 
where they have to get into the corners of the fence as well as in the 
middle of the field to do the reaping. In one field he could very 
well have that work done by the piecework, but in the other it would 
be absolutely impracticable. 

Mr. SMITH. One thing is occurring to me, and that is one that I 
can not satisfy myself on. We have a labor department in our State. 
We have a large manufacturing State, with a great many laboring 
men in the State. We have the largest paper mill in the world in 
my district, and in Detroit there are other large industries, but we 
have a lot of workmen petitioning the legislature there or the depart- 
ment of labor to abolish the bonus system, and that is what I want to 
get fixed in my mind—to satisfy myself whether or not we are doing 
the right thing with this bill. It seeks to abolish it. I want to know 
the effect of that with the workmen. I do not care about myself. 
I would like honestly to know just iiow the workmen feel about that. 

Mr. FRET. The workers of your State, if they should be of the same 
opinion as those I have personally interviewed  

Mr. SMITH. In how many factories—how many will that cover? 
You have had a great experience, and I acknowledge that. 

Mr. FRET. About 20 plants. I spoke to the employees, and some 
of them I had private rooms set apart and had an opportunity to talk 
with them one oy one. 
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Mr. SMITH. Have the workmen passed resolutions to abolish these 
two systems? 

Mr. FRET. Yes, sir; the convention of the American Federation of 
Labor and the State federations have done so. 

Mr. SMITH. Abolish the two systems? 
Mr. FRET. Yes, sir. 
Mr. SMITH. Well, they ought to know what they want. 
Mr. FRET. Yes, sir. 
Mr. KEATING. You are familiar with the attitude of the workers in 

the Government plants which would be affected by this bill ? 
Mr. FRET. Yes, sir. 
Mr. SMITH. What have you to say as to their attitude? 
Mr. FRET. When the stop-watch system was invoked, one of the 

unions struck. I think it is the only one instance in history of a Gov- 
ernment employees' strike. 

Mr. LONDON. Now, is not the piecework system just as objection- 
able—the bonus and premium system? 

Mr. FRET. It has some of the objectionable features. 
Mr. LONDON. Have you ever considered the question of the mini- 

mum wage in industries? 
Mr. FRET. Why, I have spent a great deal of my time trying to 

establish a minimum scale for molders. 
Mr. LONDON. On the piecework system? 
Mr. FRET. No, sir; on daywork. 
Mr. LONDON. Is not the daywork system not far removed from the 

piecework system? 
Mr. FRET. Under certain conditions labor can be forced under any 

system—daywork, piecework, bonus, or premium. I can conceive of 
a task in one plant with the bonus und premium system where the 
workers would work easier than in a daywork shop. That is merely 
a matter of what might be  

Mr. LONDON. Then daywork, piecework, bonus system, premium 
system—all of these systems differ wholly in the form and in the 
extent of their exploitation of the worker? 

Mr. FREV. I think that the principal difference is one of degree, but 
there are other considerations that have to be brought in mind, 
because, under scientific management^ there is a new machinery 
introduced in industry which never existed before. In other words, 
there is a coordination of factors in production where before there 
had been looseness, and it is that coordination, coupled with the sys- 
tems for speeding up labor, that makes it very much more injurious 
or so much more liable to be injurious than any otHer system. 

This afternoon I have been discussing scientific management in 
its relation to labor. I have not discussed scientific management in 
relation to production outside of the human element. If I did that 
vou could see how these things coordinate in scientific management. 
You can not separate them from one another. They become an artic- 
ulate whole. 

Mr. LONDON. You spoke of industrial democracy, which is a rather 
vague term—it is a newly coined phrase, is it not? 

Mr. FRET. It is a term used to express a very intelligent thought. 
Mr. IJONDON. But it is newly coined, is it not? 
Mr. FRET. It is a modem term. 
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Mr. LONDON. Very much modern. Is not the real problem in 
which the worker is interested a question of duration of employment 
and regularity of compensation? 

Mr. FREY. Why, I would state that I think—I would have to put 
it a little differently—that the workers' greatest concern is their 
standard of living. 

Mr. LONDON. And that is affected  
Mr. FRET (interposing). By hours, wages, conditions under which 

the labor is performed, etc. 
Mr. LONDON. One of the conditions is regularity of employment? 
Mr. FRET. Yes, sir. 
Mr. LONDON. And any system of wages which fails to consider that 

is defective? 
Mr. FRET. Unscientific. 
Mr. LONDON. Unscientific? 
Mr. FRET. Yes, sir. 
Mr. LONDON. Have any of the employers who have introduced 

the efficiency system found difficulty in obtaining additional em- 
ployees ? 

Mr. FRET. Some have, but I should say it was not a general com- 
plaint. 

Mr. LONDON. You referred to a case where old employees were 
paid two weeks' wages and were substituted by women ? 

Mr. FRET. Yes, sir. 
Mr. LONDON. Have you had an opportunity to trace what became 

of those old men ? 
Mr. FRET. Yes, sir. 
Mr. LONDON. What did become of them? 
Mr. FRET. They were thrown into the industrial scrap heaps and 

were unable to work at anything else. They were tailors—ladies' 
garment workers. 

Mr. LONDON. YOU mean by "industrial scrap heap"—^you are 
using again a phrase  

Mr. FRET. They were thrown into a labor market where there 
was no call for their services. 

Mr. LONDON. They were thrown out of employment? 
Mr. FRET. They were thrown out of employment and were un- 

fitted to take up any other employment except possibly selling news- 
papers. They were unfitted physically from working as tailors all 
their lives; they were unfitted to do laborious work. 

Mr. LONDON. Has a system of old-age pensions been introduced 
in any factories where you found the eniciency systems introduced? 

Mr. FRET. Not that I know of. Tiiere were some welfare systems 
in some of them, to make it pleasant for the employees while they are 
there. I might say that in one of these establishments that was ad- 
vei'tised so cleverly here a few days ago, when one of the girl's nos- 
trils were offended by the odor from some other girl they called the 
welfare agent, and they would go to this girl and tell her to go down 
and take a shower bath. They kept the workroom smelling sweet. 
That might help some. 

Mr. LONDON. None of the factories concern themselves with the 
basic wage, do they ? 

Mr. FRET. Yes, sir; the basic wage bothers them a great deal. 
They are very much puzzled over what to do with it.   Their basic 



METHOD OF DIBECTING WOBK OF GOVEBNMENT EMPLOYEES.      341 

wage is what they call the wage in the district, or what they pick it 
out to be. May I read a little bit from my field notes for your in- 
formation? I had to cover another subject at the same time, but I 
think it will be interesting: 

A separate labor department Is maintained and a physical examination of 
employees is ma<le, Ijut Mr.   stated that he did not know the details or 
the form and extent of these examinations.    Mr. — • said that many of 
the tasks were not set as high as formerly as It was found that too many could 
not reach up to them in practice. He has, therefore, favored liberalizing the 
tasks. This Is a startling statement for if the tasks were originally set by 
scientifically determined standards, then they should not be changed. If they 
were set too high, then a mistake had been made either In the time or motion 
study, or the allowance for the human factor.   This is proof of the large factor 
playetl by the judgment of the task setter.   I asked • — for a statement as 
to the basis which he had for the determination of the hourly rate, and this is 
his statement as read to him for Ills ai)provai: " The basic rate is determinetl 
by the rate at which intelligent workers can be satisfactorily secured regardless 
of trade-union rates or comiwtitive conditions."    On meeting Mr.   the 
following day I carried this point further by asking whether he would accept 
the local wage rate as a basis and fix it as a permanent hourly rate. He said 
'• Yes." " If, then," I said, " you found the hourly rate in New Yorit to be 50 
cents and the Baltimore rate 30 cents, you would permanently fix these rates 
under your task and bonus system." He replied in the affirmative. " Would 
It not be unfair to the New York employers?" was my next question, and he 
said that he thought not. He evidently has given much more thought to pro- 
duction than to industrial and commercial economics. 

Mr. I^NDON. In other words, the basic wage rate is determined by 
local conditions? 

Mr. FRET. Yes, sir. 
Mr. LONDON. And it is purely accidental? 
Mr. FRET. Yes, sir. 
Mr. LONDON. SO that the bonus or premium is based upon the wage 

which is accidental, which depends upon the law of supply and de- 
mand as it prevails in a particular locality? 

Mr. FREY. Or the trade-union scale. 
Mr. LONDON. That is, wherever there is an effective trade-union? 
Mr. FREY. Yes, sir. 
Mr. NOLAN. Mr. Frey, Mr. Smith brought up a subject a while 

ago regarding legislation affecting the bonus and premium system 
and piecework system, and wanted to loiow if any States had adopted 
statutes prohibiting them. Is it not a fact that labor has not asked 
for any legislation of that kind, primarily due to the fact that if 
they did anything in the way of asking for that they would have to 
apply for an amendment to the Constitution? 

Mr. Frey. I presume that is one of the reasons they have not asked 
for it. 

Mr. NOLAN. Congress itself is not being asked to enact legislation 
only so far as it affects the Government employees? 

Mr. FRET. Yes; that is right. 
Mr. NOLAN. What attention did you find given by any emploj^ers 

operating scientific management to employees thrown out of jobs by 
increased production? 

Mr. FRET. Absolutely none, and we asked most of them about it 
and they would shrug their shoulders and say that that was none of 
their business. Some of them—one or two—one of those gentlemen 
who had those peculiar conditions in his plant that I referred to, 
was somewhat interested.   He stated that it was too big a problenl 
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for him to solve; that he could not stop introducing efficiency sys- 
tems in competing with his competitors. 

Mr. NOLAN. Did you find any considerable number of shops that 
you visited giving much attention to the question of fatigue studies? 

Mr. FREY. We found not a single instance where long-time fatigue 
studies had been made. We did find in five or six plants that short- 
time fatigue studies had been made—for a single hour on the job, 
most of them, but we found none that went beyond that. When we 
inquired about these fatigue studies, referred to so much in works on 
scientific management, each employer said there was no such thing 
in existence. 

Mr. NOLAN. The reason I asked that question is that I wanted to 
follow it with another. What does your committee mean by " rough 
and ready methods " ? 

Mr. FREY. I presume that we should have used the term " common 
sense " instead of " rough and ready." What we had in mind was 
common sense—the common-sense rule that governs a man who is 
used to handling workers. 

Mr. TJONDON. YOU do not mean antiquated methods? 
Mr. FREY. I do net think they are. We visited some shops which 

did not have scientific management and they were very successful in 
holding their own with shops with scientific management. 

Mr. NOLAN. Testimonj' has been given before this committee that 
scientific management contemplates finding places for the man who 
are not found efficient for the task at which he has been working— 
they generally try to find some place in the establishment where he 
can fit in. Did your committee find any evidence to substantiate 
that statement? 

Mr. FREY. We found nothing of that kind in practice, Mr. Con- 
gressman. We further found tliat the- very opposite prevailed, and 
that the so-called theory of selection for the job was wliolly set 
aside in practice, and that the workers' selection went about as far 
as seeing if he could perform the work under the time set on that one 
job, and keeping him there. 

Mr. NoLiVN. If he was found inefficient for that job, did you find 
any evidence to show that as a general proposition thev sought some 
other place in that establishment where he could fit in* 

Mr. FREY. NO, sir; as a general proposition he was dropped from 
the pay roll. 

Mr. NOLAN. Some statement was made as to the Ford shop. Have 
you ever visited the Ford shop? 

Mr. FKEY. No, sir; because none of the scientific management men 
claim that scientific management, as a system, had been introduced 
there. 

Mr. NOLAN. DO you know whether a stop watch is used in the 
Ford establishment? 

Mr. FREY. I could not say. 

SCIENTIFIC MANAGEMENT AND LABOR. 

[By JOHN P. FKEV, editor International Moldcrs' Journal.] 

A few yenrs ngo tluTt- was introdiuM^l In several industrial estnbllslmients a 
system of innnnKeraent wiilcli was rndicaliy different in many of it.s features 
from any that had preceded It, and which Its advocates announced was r«volu- 
tlonary In Its results.   The system was called " scientific management." 
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Claiming that the system liad been develoiHKl as tlie result of thorough- 
going anil setentiflc research and investigation by highly trained industrial and 
mechanical experts, its advocates lield tliat wiien applietl to industry it would 
eliminate economic waste by systematizing and standardinlng tlie elements of 
production. It was asserted that it wouiil make the workers more efficient 
through tlie s])eclal instructions and training it provided for, that it would 
safeguard them from injustice and tlie arbitrariness of employers and foremen, 
protect tliem from over(>xertion and proviile for iilgher wages than had previ- 
ously been paid, and furtlierniore that It would eliminate industrial strife. 

Owing to its application in part in Government arsenals, and a strike l)y the 
union raolders against some of its features as they were intrwiucc<i in the 
foundry at the Watertown Arsenal, " scientillc nianagenient" receivetl much 
publicity. 

Tlie House of Representatives ai^pointed a committee, consisting of Congress- 
men William B. Wilson, William O. Redtield, and John Q. Tilson, to investigate 
the system as it had been applied in tiie Watertown Arsenal. In its report to 
C!ongress this committee sustaineil labor's contention that the system forced 
abnormally high speetl n|)on workmen, that Its discliplinary features were 
arbitrarj' and harslij and that the use of a .stop watch and the payment of a 
bonus were injurious to the worker's manhood and welfare. At a succeeding 
session of Congress a measure was passed whicli proliibitetl the further use 
of the stop watch and tiie payment of a premium _or bonus to workmen in Gov- 
ernment establishments. 

When the Feileral Commission on Industrial Helatlons began its work It was 
decided that a further investigation of " scientific management " sliould be 
made, and Mr. Holiert F. Hoxie, professor of economics at the University of 
Chicago, was selecte<l to undertake tlie work. Tlie commission was fortunate 
In 8e<niring a man of Mr. Hoxie's caliber and training. For many years he 
had made a seeialty of Industrial problems, and was familiar through per.sonal 
contact and association with the viewpoint, mental attitude, and idciils of em- 
ployers and workmen, orKani7,e<l and unorganized. Tlirougliout the investiga- 
tion lie was treading on familiar ground, insofar as tlie principal problems 
which have arisen In our Industries between tlie workers and the employers 
were concerned. 

Mr. Hoxle was to devote a year to his Investigation, and, as a part of this 
was to include a jiersonal examination of a number of Industrial plants which 
had applied tlie methods and principles of " scientific management," it was 
deemed advisable that he should be accompanleil by two men wliose training 
qualified them to act as exjiert assistants In calling attention to the actual con- 
ditions wlilch would be encountered in tliese establishments, and their implica- 
tions. 

One of tliose appointed was Mr. Robert G. Valentine, ex-Indian Coiumissioner, 
and by profession an industrial counselor, who, during recent years, had devoted 
most of Ills time to the development of the i>ersonnel features in large estab- 
lishments. The question of Mr. Valentine's selection was referred to some of 
the leaders of " scientific management" before his appointment was confirmed 
by the Commission on Industrial Relations. 

The other expert was to be a trade-unionist, and I was honored with the 
appointment. 

The report which Mr. Hoxie submitte<l to the Commission on Industrial Re- 
lations was prepared after some 3"> industrial establishments liad been investi- 
gated and interviews had been held with a much larger number of individuals 
connected with the management side, including such leaders of "scientific man- 
agement " systems as Mr. Frederick W. Taylor, Mr. Harrington Emerson, and 
Mr. H. L. Oantt. Workers, organized and unorganizeil, and trade-union oHicials 
were also questioned. 

In connection with this report It should be said that from the day that the 
chief Investigator and his two assistants met to take up the field work there 
were dally conferences wlienever they had jointly visited a plant, at which all 
information secure<] was discussed and an earnest effort made to give the 
proper weight and value to the sometimes conflicting stateinents of workers 
and employers whicii were secured in tlie establisliments investigated. 

The Investigators were Impressed with the conviction that tlieir work was not 
to compare one theory of management with another or to Investigate the theo- 
retical postulates of "scientific management," but rather to discover the actual 
conditions nITectIng labor which exlste<l In industrial cstabllshmenls where the 
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" system" wns being applied nnrt In o|x>riitloii. It was iin liivestlgntlon of 
"scientific mnniiKement " as It nffected liibor. fiirectly nn<i  imilrectly. 

Tlie report whicti was finally preparefl by Mr. Hoxle, after consultation with 
his two assistants, was subjected to their criticisms and sugfrestions until 
finally a common nKteement was readied, so that when It was presente<l to the 
Commission on Industrial Relations it had attached the signatures of the three 
who were in agreement with Its contents. 

It is necessary before referring to the facts which were develope<l by the In- 
vestigation to indicate the prelimnary work which was done by Mr. Hoxle 
previous to the field investigation.s, for the lines along which the investigation 
was carried on were determined almost wholly by the results of this preliminary 
determination of the points upon which It was necessary to secure information. 

B'rom the day that "scientific mnnapemcnt " was given publicity, positive 
claims as to Its great value to labor were made by Its advocates, while as 
emphatic charges that Its methods and practices were Injurkms to the workers 
were ma<le by trade-unionists. Some of these statements wore contalneti in 
books, magazine articles, and public addresses, while many of thera were Incor- 
porated In the congressional hearings which had been held and the testimony 
given before the Commission on Industrial Relations In the early part of 1914. 

These records were examined, and from them approximately 100 separate 
features of "scientific management" were secure<i whicli. Its leading a(lv<K'atos 
claimed, were beneficial to labor. Practically an equal number of separate 
cliarws wer<' made by trade-unionists against the system. This examination 
of the record, supplemented by personal Interviews with leaders of both groups, 
supplied two lists, one containing the labor claims of " scientific management " 
and the other the charges against It made by the trade-unions. 

Such lists, however, were liable to have their accuracy challenge<l, and to 
prevent such an Issue from being raised afterwards they were submitted to 
high authority for revision and correction. 

The list of the labor claims of "scientific management" was submitted to 
Mr. Fre<lerlck W. Taylor, Mr. Harrington Emerson, and Mr. H. L. Gantt, and 
others, and as the Taylor and Emerson systems differ In some respects their 
resiiectlve modifications or statements were separately recordefl. The final 
result, however, was a list of the labor claims of "scientific management" 
which had the stamp of accuracy and completeness placed upon It by the recog- 
nized leaders of the cult. 

The list of labor's charges against "scientific management" was brought to 
the attention of tlie executive co\incil of the .\nierlcan Federation of Labor by 
Mr. Hoxle during the riiiladelphla ctmventlon of that organization In 1914, with 
the request that a committee should be apiKtlnted to examine the list, with the 
ob.1ect of making such modifications, additions, or corrections as would be neces- 
sary to have It emlwdy the trade-uidon viewpoint. A eommitite was appointed 
for this purpose, and afterwards the list of labor's charges was carefully gone 
over by President Compers, First Vice President Duncan, and Secretiiry Mor- 
rison. This list contained some charges which had been made by Individuals, 
with perhaps insufiicient evidence to prove their accuracy, but Inasmuch as they 
had been made publicly they were allowed to stand. 

There were, therefore, two lists of statements, both of which had been given 
the lilghest indorsement as to their accuracy which it was possible to obtain; 
With tliese two lists before him Mr. Hoxle prepared a list of the vital ixiints of 
dlfferen<;e between them. 

It was apparent that if the facts were to bo acquired, detailed Instead of gen- 
eral Information would have to be secured, and that this might be systematically 
gathere<l a questionnaire was preparetl, containing approximately 700 questions, 
the great majority so frameil as to call for detailetl Information, and few per- 
mitting of a simple afiirmative or negative answer. The questionnaire formed 
the foundation of the lnve.stigatlon, this being .supplementetl by the material 
gathered through personal investigations of plants where production under " sci- 
entific management" was being carrie<l on. 

Mr. Valentine and I a.sslste<l Mr. Hoxle in the final revl.«ion of the question- 
naire, and when this had left the printer's hand the field work was undertaken, 
with the object of securing such evidence as could be found which would justify 
either the labor claims made for " scientific management" or the charges made 
against It. 

The plants where the investigations were made were representative establish- 
ments or those reconmiended or suggested by Mr. Taylor, Mr. Gantt, or Mr. 
Emerson as those in which the standard metho<ls of " scientific management" 
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had been applied. These shops, therefore, afforded the mo.st satisfactory field 
for stud.vlng " scientific management" at Its best which could be secured! The 
plants visited covered a wide range of production, from cloth weavlns, garment 
making, and th% manufacture of large machinery to printing establishments, 
shops operated largely by semiautomatic and automatic machinery, departments 
where hand labor rather than machinery was required, and "a Government 
arsenal. 

The term " scientific management" was originally applied to the system of 
shop management which had been developed by Mr. Frederick W. Taylor. At 
present It Is popularly u-sed to designate any one of the several systems of shop 
Dianageiuent which embody in part certain of the prominent features whicli were 
first Introduced by Mr. Taylor. 

While ail of the systems of " scientific management " have certain features In 
common, they also contain elements of difference, lK>th as to their structure and 
the method of their application. It is, therefore, diificult to define " .scientific 
management" in a manner which would satisfy all of the leaders of the several 
systems now in operation; for all general purposes it may be said that the term 
designates any of the .systems of shop management which claim to secure greater 
productive efliclency through the systematic standardization of the elements of 
production. 

A common feature of these systems is the planning out of the work by special- 
ists so that it may he most economically handle<I and routed through the shop, 
the grouping of machinery and its operation at full capacity, the time and 
motion study of all mechanical and manual movements, so that the machines' 
possibilities and the workers' manual capacity can be analyzed into their minute 
elements from which the task to be accomplished can be defined and fixed, and 
the stimulation of the worker througli the payment of a bonus or premium, so 
that the task set will be accomplished. 

The investigation which wa.s made indlciated that no plant had as yet ap- 
plied all of ttie features of any of tlie .'systems to the establishment as a whole, 
and that practically every ('mi)loyer had made modifications of whatever part 
of the system had been introcluced. 

To illustrate the divergenc-e found, the forms of wage payments may be taken. 
Originally there were tliree most prominently known, the premium, the task, 
and bonus, and the differential piecework. These may be termed basic forms, 
but some 2.5 or more variations of these were found to be in practice. Wide 
variations were also found in the manner of making time studies, and in the 
rules by which the worker's task was to be determined. It was also found that 
the same system. Installed by the same efticieney engineer, woidd produce vary- 
ing results in dilTorent plants,as far as the workers were concerne<l, each general 
manager modifying or altering the application of the system according to his 
temperament, viewpoint, and his knowledge of the human problems created 
by motlern Industry. 

Tlifi several .systems of " .scientific management" and their variations which 
were observetl In actual operation were installed by efficiency experts or man- 
gers, whose names are prominent in the "scientific management" group, and 
no time was devote<l to an examination of shops where ".systems" had been 
Installed by any of the charlatans and fakers who, during recent years, have 
reaped a rich harvest owing to the employers' avariciousness or credulity. 
We v.ere informed by the leaders in the estal)lished "scientific management" 
group that the numl)er of charlatans and Imposters far outnuml)ered those who 
were truly qualified as efficiency engineers and had secured a recognized stand- 
ing amimg business men. These quacks, they held, were largely responsible 
for mucli of the disrepute In which "scientific manngenient " is held by many 
employers and workers.   Referring to them one eminent efficiency engineer s.'dd: 

"At the present time there is a great dearth of men who are qualifietl by 
experience, training, and temi)erament to establish in Industry the principles 
of '.s<-ientific in;inagcnieiit' and to develop a proper mechanism for the appli- 
cation of these principles. There are also some of these men who are perfectly 
sincere and honest in their efforts and do not realize their shortcomings or lack 
of qualifications. Others have regarded so-called efficiency engineering as a 
means of earning an easier living and making more money than they would 
otherwise be able to do In other fields." 

Another equnlly as well known efficiency engineer .said: 
" One trouble Is that there are a large number of fakers installing systems 

under the guise of ' scientific management,' and it is because of what they 
have done that workmen have Just cause for complaint" 
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One expert Informed us that " there were more fake engineers In ' scientific 
management' than In any otlier line," while one of the most prominent leaders 
said that tlie ronsoii the coniiietent ellicleney exjierts had not succeetled In ex- 
posing all of the fakers and Imposters was that these ouacks outnumbered them 
5 to 1. 

No effort was made to discover liow many fakers there were professing to 
Inti'oduce " scientific manatrement," but from tlie statements made to us It 
would seem that tliere are a large number. Upon this subject the Hoxie report 
says: 

"' Scientific management' as a movement Is cursed with fakers. The great 
rewards whlcli a few leadere in the movement have secured for tlieir services 
have brought into tlie field a crowd of industrial patent medicine men. The 
way is open to all. No standards or retiuirements, private or public, have 
been develojied by tlie application of wlucli the goats can be separated from 
the shooi). Km|)loyei's liave thus far provetl credulous. Almost anyone can 
show the average manufacturing concern where it can nuike some improve- 
ments in its metliods. So that ' scientific nianagemont' shingles iiave gone up 
all over the country, the fakers have gone Into tlie shops, and In the name of 
' scientific management' have reaped temporary gains to the detriment of the 
real article, the employers and the workers. 

"Just who these fake '.scientific management' experts and time-study men 
are It Is impossible to tell, since no recognized standards of judgment exist. 
Accusations, Indeed, are plentiful, but your investigator would not be war- 
ranted in repeating the.se. What proportion of the numerous failures of so- 
called ' scientific management,' of the positive errors and evils of time study, 
task setting and rate making In shojis under this name are due to the work of 
these fakers Is another matter on which no judgment can be passed, though 
scientific managers have variously estimated the fakers as four out of five, or 
nine out of ten. The certainty Is that this element exists; that its representa- 
tives apparently can not be clearly distingidsbed and set off under existing 
circumstances from the more legitimate 'scientific management' practitioners; 
that the legitimate 'scientific management' group seems powerless to eliminate 
or control It; and that it exposes employers and workers to the losses and 
Injustices of crude and Inaccurate industrial tinkering—all In the name of 
'scientific management' and under the protection of its promises and claims." 

The quacks' work, however, was not investigated. The facts which were 
gatliered, tlie impressions which were seciwed, and the tendencies which were 
observe<l wore all ncxjuired throtigh the investigation of plants In which "sci- 
entific management" had been introduced by well known efllciency experts 
or managers. 

Tlie methods of Introducing the systems varied according to the men, some 
going about their work in a diplomatic manner, others jamming It through 
with apparently little, If any, regard for the workers. 

The president of one of  the  largest  establishments told  us  that 's 
system of " scientific management " was without human element, and that the 
trade-miioidsts were not to l)e blamed for fighting it because of the language 
which lie had usetl in connection with labor. 

" If," he said, " I had Introduced ' .scientific management' in the literal way 
In which   interprets it. I would have had a revolution on my hands, 
and the workmen would have been no good if they had not revolted." 

Prom information secured it would appear that " scientific management" in 
Its genesis gave but little, if any, consideration to the workers' rights and 
welfare, but confineil itself closely to the problem of reducing ttie cost of 
production. When the system was first established it was largely applied to 
plants which luul proved unjirofitable through faulty management, with the 
puriKJse of again making tlieni profit-making concerns, the efiiciency engineer 
having charge of its introduction receiving ids recompense only after the plants 
were able to again pay dividends. 

It would seem that the workers' welfare and his status as a human being, 
a mechauie and a citizen, did not receive much consideration until labor had 
rebelled against the system and directed attention to many of Its features 
which affected labor Injuriously. 

TIME AND MOTION  STUDIES. 

" Time and motion study," said Mr. F. W. Taylor, " is the accurate, scien- 
tific method by which the great mass of laws governing the best and easiest 
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and most productive movements of men are Investljiated. These laws consti- 
tute a great code, which for the first time In Industry completely controls the 
nets of the management as well as those of the workmen. They substitute 
exact knowledge for prejudiced opinion and force In determining all the 
conditions of work and pay." 

Time and motion studies are made with the assistance of split-second 
watches, which enable the time and motion study men to time all motions, and 
from the analysis of the records thus secured and the study of the motions to 
determine the time In which the work should be performe<l and the motions 
by which this Is to be done. These studies are also made for the purpose of 
detrrmlning the most economical manner of doing the work. 

Many of these time studies are exceedingly minute, some of the workmen's 
Instruction cards showing as small an allowance as one hundredth of a minute 
for the performance of a part of the work and make such fine distinctions as 
the allowance of two hundredths of a minute for laying down a wrench, while 
three hundredths are allowed for picking It up, as shown In the reproduction 
given from an Instruction card for operation. 

Instruction card for operation. 
Time nllowed 
In hundredth* 
of n minutp. 

Put piece on arbor  0.15 
Pick up wrench ^  .03 
Tighten expansion arbor  .16 
Lay down wrench  .02 
Run carriage up and set pointer at 0  .16 
Put tool in iM)st and set In center of pulley  . 79 
Put piece on stud and fasten  .24 
Start machine  .02 
Set tool for turning and throw In feed  .18 
Turn outside diameter 2-inch run  1.64 
Throw out feed  .01 
Face inside and outside diameter of flange  .82 
Stop machine  . 14 

Much has been said about the scientific accuracy of time studies, for the 
efficiency engineers realized that unless the stamp of accuracy was placed upon 
time studies and the tasks for workers to i^erform which were set as a result 
the scientific character of their theory and Its results when applied would be 
successfully challenged. 

At the beginning of the Investigation It was apparent that scientific accuracy 
In the timing of work and the setting of a task was an Impossibility owing 
to the large amount of .ludgment which was required on the time-study men's 
part. The number of time studies to be made on a Job before the task was 
set were determined by the time-study man, with no other rule to guide him 
but his Judgment. His Judgment also determlneil how many of the workers 
should be studied In connection with a Job, the type of workers to be selected— 
that Is. whether slow, average, or speedy, whether they were working normally 
while he was timing them, and the allowances he would make for fatigue and 
the other human factors. When those elementary time studies were analyzed 
It was the time-study man's Judgment which determined how many of the 
longest or shortest times would be thrown out and the groups of times to be 
selected from which to strike an average or whether the minimum times should 
be the ones chosen. In almost every establishment a different basis or rule 
for determining the times to be selected from which the task woidd be deter- 
mined was found to be In operation. One time-study man who was asked why 
he followed a certain rule in analyzing his time studies naively Informed us 
that he did not know how the rule was determlnetl, but he " guessed that the 
rule had been constructed so as to get the results which Its Inventor wante<l." 

As the Hoxle report contains a thorough examination and analysis of the 
time and motion study methods found In operation no effort will be made to 
go deeply Into the question. Some of the conditions which were encountered, 
however, will be related. 

Workers were found who expressed no objection to having time studies 
made on them, while others were strongly opposed to having a man stand 
over them with a split-second watch In his hand. 
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In one plant, where time studies were beinx made for our benefit, It was 
found that there were wide variations as well as apparent errors in the figures 
which the time-study man had entered upon his elementary time sheet. Upon 
his attention beinj; called to this he said : " I generally come much closer to the 
average figures, but I knew that you were watching me while I was making 
the study and it nmde me nervous." The same man had previously assure<l us 
that It did not make the workmen nervous when he was making time studies of 
their work. 

As was the case with many other features of " scientific management," It 
was found that the results of time and motion studies varied widely in dif- 
ferent establishments, and that other factors aside from the records secured by 
time and motion studies influencetl the task setter In making the task easy or 
difncult of accomplishment. 

At one plant In which the tasks were set by one of the most widely known 
efficiency engineers it was found that he had set these so liberally in one of the 
departments that the workers were earning more than the firm was willing 
they shoiild. with the result that some time after the engineer had finished 
the Installation of his system in .some of the other departments the tirni 
refused to allow the .system to continue, and returne<l to the former methods 
of regulating the day's work and day's pay. This resulted In a lowering of the 
earnings to their former level In the department referred to and a strike was 
narrowly averted. 

At another plant, where a most prominent efficiency engineer had In- 
troduced parts of the system and set the tasks, It was found that he had ffet 
them so high, had made them so difficult of achievement, that the workers 
<;ould not accomplish them. It became necessary to revl.se all of these tusks 
and liberalize them In order to retain their employees. 

. Another establishment afforded an Inslglit Into some of the motives which 
enteretl into the setting of the tasks, 'n.iking them difficult or easy of accom- 
plishment. 

The plant was a large one, with many departments, covering in some cases 
work largely of a similar character. In the one which had been placed nnder 
" scientific management" the task and bonus system of payment prevailed, 
while In anotlier which had not been time studied and standardized the old- 
fashioned piece-rate system prevalle<l. This plant hail been frequently referrefl 
to by others as an example of the benefits of " scientific management" to the 
workers, for it was claimetl that under the piecework system the workers 
worke<l harder and received less wages than In the department where " scien- 
tific management" had been Installed. Our Investigation prove<l this to be a 
fact, for unquestionably the workers in the " scientific-management" depart- 
ment were working with less evidence of feverish haste than In the piecework 
•department, and their earnings were greater. 

A careful investigation, however, indicate<l tliat these surface Indications 
were misleading. When the corporation determined to Install "scientific man- 
agement " in this particular plant they were informed by the efficiency engineer 
that there was a strong prejudice against the system among the workers, which 
It would be necessary to overcome before It could be successfully installed In 
all of the departments. 

As a first step he increased the hourly rate 2 cents In this department. 
Installing with it a task and bonus system, which when the task was noconi- 
plished gave the workers about a 20 per cent addition to their hourly wage 
rate. The tasks were so set that practically every w-orker could accomplish 
them without undue exertion, the result being that at the time we visited the 
plant they were working more easily and receiving higher earnings than the 
pieceworkers. We found, however, that the cost of production In this de- 
partment was higher than in the piecework departments, and that this was 
the principal reason why It had not been lnstalie<l in them. 

This was an instance where the workers wanted "scientific m-irvagement," 
preferring It to day or piecework, and under these circumstances It was not 
surprising. 

There remains another condition in connection with this .situation which 
must be referred to. Within a few miles the same corporation had another 
large plant, and here the manager, using such information as could be .secured 
relative to the mechanisms of "scientific management," was Installing the 
system. Here, liowever, none of the tasks were easy of accomplishment, and 
no advance In the hourly wage wa.s being given. The workers were rel>elilng 
against the conditions being forced upon them, while the suiierintendent of the 
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department where the system hnd first been Installed complained of what the 
manager in the other plant was doing, saying that it looked as thongh he was 
trying to show him up. 

Under such circumstances, and with one manager pitteil against another, it 
Is evident that something far stronger tlian the fair promises and assurances 
of " scientific management" must be at the workers' disposal to protect them 
from abu.ses, spee<ling up, and poor pay. 

In practice it was frequently found that where more than one job was given 
to a worker the task set, or the standard of achievement, was mucli more dif- 
ficult of accomplishment in some cases than in others. If the tasks were set 
with scientific accuracy. It would be exjiected that the normally competent 
worker would achieve the task ai)proximately 100 \ier cent of the time, or, to 
use the technical language of " scientific management." " that this efflclency In 
accomplishing his work would be 100 per cent." If the recorded efflclency 
of individual workers on various jobs lndicate<l u wide variation, then It is 
but natural to assume that the variations were due to the inaccuracies of 
the task time set for the several jobs. 

An Interesting and most valuable analysis of varlotlons of output by the 
same workmen under " scientific management" has l)een made by Mr. Miner 
Chlpman, and we give the following figures from the study which he made 
of the conditions existing at the Watertown Arsenal after the system had 
been introduced. 

The analysis of the men's output or so-calle<l efflclency covered a perio<l of 
one month, whicli makes it well representative of the uuevenness with which 
the tasks had been set. 

For the month of March, 1914, employee No. 2518 workeil on 224 Jobs. His 
average efficiency was 121.35 per cent, but his efficiency on these jobs varied 
from 21 to 200 per cent. 

In September, 1913, employee No. 2681 worked on 91 jobs. His average 
efficiency was 96 per cent, biit his efficiency on the several jobs varied from 
39.3 to 149 per cent. 

Employee No. 2518 worketl on 140 jobs during April, 1914. He was a most 
competent workman, as his average efficiency for the month was 121 per cent. 
His efficiency on the several jobs ranged from 45 to 172.9 per cent, these varia- 
tions indicating largely the too short or too long time which had been set OD 
the jobs by the time-study and task-setting man. 

CJommenting on the.se figures, Mr. Chlpman said In his report: 
" Mr. Taylor, in his ' Shop management,' emphasizes ' that this system rests 

upon an accurate and scientific study of unit times,' which Is by far the most 
Important element in ' scientific management.' He al.so says that time studies 
made l)y this method determine with scientific accuracy ' the quickest time 
that can be made by a first-cla.ss man' and to the effect that this 'quickest 
time ' or ' standard times ' is so set that It can not be bettered. 

" What can be thought of the times set on tliese jobs, when tins workman on 
the 224 jobs of one month sliowed a range of efficiency (efilclency being the 
ratio of time taken to time allowed) from 21 (o 200 per cent, witli an average 
of 121 per cent, and the following month on 140 jobs a range of from 45 to 
173 per cent, al.so with an average of 121 per cent? 

"This workman may he rated as consistently of high efflclency. Why. then, 
this extreme variation in efficiency unless the time allowed for each job was 
not set accurately and scientifically? Can we assume that the worker varied 
In efficiency to the extent shown by the chart? We <lo not believe so. The 
variation is one of time setting or inaccuracy of time study. 

" Of the 244 jobs in the first month the time on 13 jobs was correct, efficiency 
100 per cent: on tlie remaining 211 jobs the time varied 2,755 minutes, or 
22.2 per cent from a total standard time of 12,0.35 mimites. 

"A study of the various jobs indicates that the variations in efficiency are 
due In part to the time-study man and In part to changes in conditions affecting 
work." 

On two jobs in the foundry examine<l by the writer a diflerence of 2 hours 
nnd 30 minutes had been set, though at the outmost there coidd not have Iwen 
more than 10 minutes' dilTerence in the time to make the mold.s, as the patterns 
were almost identical and were made In the same fiask, the only apparent dif- 
ference being that a longer hub on one of the patterns required aboiie 2 Inches 
more sand In the drag. 
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An Interesting case, through which the worker was forced to suffer because 
of the error made in setting the time for the task, occurred In one of the 
machine shops visited. 

A maclilnist was given eight crossheads to finish, 44 minutes being allowed 
for tlie finisiiing of each crosshead. As tliis machinist took considerably more 
time, he was punished for his failure to accomplish the task by being laid off 
for 30 days. 

During this period tt more careful investigation was made of the job, and It 
was afterwiii-ds given to anotlier machinist, who received a rate of 3 cents less 
per hour. The time allowed for the finishing of the task was Incre.nsed 120 per 
cent, and although the machinLst working on the job had a rate 3 cents less 
Ijer liour than the other, it increased the cost of pro<lucllon 78 per cent. ThP 
machinist who was di.sclplined, liowever, was not allowe<I nnytlilng for the 
unjust punishment which had been meted out. 

It would be possible to go on almost indefinitely in submitting evidence to 
prove that the time set on Jol)s by time-study men and task setters in shops 
where " scientific management" has been npplietl has been anything but scien- 
tifically accurate. While In theory it should have been, what the workers are 
directly interested in is what occurs when application of a theory Is turned 
over to employers and placed in practice. It Is the practice and not the theory 
which most vitally affects the workers. 

While In theory the time allowetl for the performance of a task or job Is 
Bclentificnlly accurate, if it has been set as the result of time and motion 
studies, it was evident to the efficiency engineers that mistakes would be made, 
and that these would cause dissatisfaction among the workers. 

To give them confidence that they would have no unfair advantage taken of 
them, " s'.'lentlflc management" laid down a principle upon which it has placed 
the greatest emphasis. This is that once a time or standard had been set for 
the performance of labor it would not be changed no matter how favorable it 
might be to labor. This principle is Iterated and reiterated throughout the 
literature of " scientific management." 

As far as our investigations were able to discover, this rule generally obtains 
In practice, though maiuigers were found who repudiated it, holding that when 
the task had been set too liberally the workers knew It, and that as all errors, 
particularly those which the workers are aware of. should be immntliately 
acknowledge<l and correctetl, it was unwise not to change the time on the job; 
In fact, that this was necessary If the firm's Intelligence was to receive the 
workers' respect. 

It should not be Inferred, however, that once a too liberal time has been set 
on a job or task It remains thus forever. A slight change of the design, a sub- 
division of the operation, or some other minor change readily gives opportunity 
for new time anil motion studies, tlirough which the error can be corrected. 

Naturally, the fjiiestlon arises as to what follows when too short a time has 
been set. No comprehensive answer can be given, for neither trade unionism 
nor any other manner of collecting the workers' grievances exists In plants 
applying the system, with perliar)s one exception. 

In practice, when workers complain that Insuflicicnt time has been allowed on 
a piece of work they are shown the sheets upon which the time-stndy man 
has enteretl the split-second watch records and are told that here are figures 
which show what was done and that no one can go beliind these, or it is 
demonstrated to them that the task can be done In the time set by tlve time- 
study man or by some selected workman. 

In one establishment a time of 5 hours and 24 minutes had been set for the 
performance of a task. As it required something over 38 liours to accomplish 
It, the responsibility for the error was left for the time-study men and the 
planning room to fight out, but the question of what would happen if the error 
had been less glaring and how often these errors were made was one which. 
If answeretl, would throw more light upon what occurs wlien the task set 
places too great a strain upon the worker without harassing him enough to 
cause open rebellion. 

APPRENTICESHIP. 

" Scientific management" makes no provision for apprenticeship. In one 
plant n definite apprenticeship system. whli-li .•ilniml to develop competent 
craftsmen, was in operation for a limited number of boys, but apparently this 
exception was due to one Individual In the firm who still retained the conviction 
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that thoroughly trained mechanics would still be required by the Industries at 
least for some years. 

What was called an apprenticeship was In operation In a few of the plants, 
but tlie training being given was not for the development of craft.'smeu, but 
rather to Instruct a few bright young men for positi'jiis in the directing staff. 

Both In theory nii<l in g(?nernl priictice " scientilic inanntrwiient"' abiindons 
the method of apprenticeship for the purpose of craft and manual training and 
endeavors to substitute in its place Ki>ecializatlon and standardization. 

Not only do many of the efficiency engineers hold that apprenticeship for the 
training of craftsmen Is not longer necessary, as their sy-^tem providos for pro- 
duction without all-round craftsmen, but In more than one instance the thought 
was brought out that training apprentices was expensive and did not bring 
practical results for the outlay of time and wages; that where a thoroughly 
traineil mechanic was necessary it was advisable to go into the open market 
and secure craftsmen who had been trained in other plants. 

An example of this viewpoint Is supplied by the following statement, made 
to us by an expert In one of the plants: 

" We can not take a man under apprenticeship and let him do different things 
for four years ond then pay him $21 per week. We must put him on one job and 
keep him on one Job. 

" There are s<jnie boys and girls In the composing rooms, and I would like to 
teach them to become printers, keyboarders, proof readers, make-up men, stone 
men, and teach them two or three phases of the business, but 1 have the threat 
In the back of my head that at the end of four years I must make them earn 
$21 a week, and I can go at the end of the four years and get a much better 
workman for the money, so I must keep them on one job." 

SPECIALIZATION   AND  BTANDAKDIZATION   OF  LABOB. 

In referring to the specialization which occurs under " scientific manage- 
ment " and tiie forms of instructions for workers which exist, the Hoxie report 
says: 

•' (Jnce within the shop, ' scientific management,' according to the claims 
made by Mr. Taylor, solves completely the vexing problem of the adaptation and 
adequate training of the workers. It sets ' eacli man to thy highest task for 
which his physical and intellectual capacity fits him,' ' employs in the sliop a 
corps of competent specialists whose duty it is to Instruct and train the workers 
and to assist them whenever dillicultics arise in connection with the work,* 
' systematically transmits' to them ' all the traditional craft knowledge and 
skill which is being lost and destroyed under current industrial methods,' 
' requires workmen to learn and to perform not one merely but several opera- 
tions or tasks,' and ' etlucates and trains tliem mechanically as they were never 
trained before.' In short. It constitutes a 'practical system of vocational 
guidance and training,' making possible the ' mutual adaptation of tiie task and 
the worker,' and opening the way ' for all workmen to become first-class men.'" 

After describing the conditions which were found In practice, the Hoxie report 
asserts that " The theoretical transmission to the workers ' of all the traditional 
craft knowledge which Is being lost and destroyed under current Industrial 
methods' amounts in practice to the transmission to the Individual of the 
knowledge required for the particular narrow job." 

In general the managers of shops where the system was In operation held 
that they preferred the one-job or one-machine man to the thoroughly trained 
mechanic. On more than one occasion I asked the managers of machine shops 
the following question: " If you neede<l a machinist to operate a lathe and two 
men applietl for the position, both of an equally promising appearance, but one 
only claiming to be a latlie hand while tlie other claimed to be wiually com- 
petent to operate a planer and a boring mill, which would be hired?" The 
almost invariable answer was, " We would employ the man who could only 
operate a lathe, for he would be a specialist." This point of view was expressed 
by the manager of one large plant while explaining his attitude towards ap- 
prenticeship and specialization. 

" Where you manufacture," he said, " you must specialize. We decldeilly do 
not have the facilities here for making first-class all-round mechanics. A. 
specialist is of value to the company and we compensate him. There Is so 
much more Intensification in every field that we prefer a specialist to an all- 
round mechanic." 
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Another manager of a large establishment sold to us: "The worker under 
the present specialized system Is as well off as under the old, but the old 
8kllle<l workman Is no longer required," and after a short pause he added: 
'• The trouble Is that the workers to-day are not as ambitious as they should be 
under the conditions." 

What ambitions could be gratified by feetling the same shape of metal Into 
a machine for days, weeks, and months, or In screwing on nut 47 or 73 on an 
automobile, with no opportunity of rising in the scale as a craftsman, must be 
left to a MUnsterberg to discover. 

In practice " scientific management" seeks continually to specialize and sub- 
divide the work so that the worker performs but a minute part of the work 
formerly done by a craftsman and required to complete a product. 

In one of the foundries visited five men were employed on various parts of 
the same small mold which formerly had been made in its entirety by one 
moiiler. 

In a garment-matmfacturing establishment Ihe manager Informed us that 
previously there had been 25 operations to complete a pair of trousers, but 
now there were 75; that under the old system there were about 50 separate 
operations in the making of a coat, but that under " scientific management" 
this had been increased to 150. Even In the pressing of the clothes the pressers 
no longer pressed the entire suit, but only some of the parts. 

Going through one large establislinicnt we stoi)ped before a girl who wa» 
taking threads previously cut to a certain lengtli, threading these Into a needle, 
and then waxing the thread. The firm's expert lnforme<l us that previous to 
the Installation of " scientific management" each girl had threadetl her own 
iieclle, cutting off the threads in lengths to suit herself. 

The method of " scientific management," however, had shown this to be all 
wrong, for if a girl cut the threads too short she had to thread her nee<lle too 
often, which was a waste of time, while If she cut the thread too long she lost 
much time taking the long draws necessary ur.til the thread became shorter. 
The girls sewing on buttons were therefore given different lengths of thread, 
and a careful record was kept of the number of buttons each girl sewed on 
per day, and when the length of thread which enabled the girls to sew on the 
largest number of buttons per day was secured through analyzing the results, 
this length of thread was made the standard. Based on the theory that a girl 
trained to thread needles could do this more efficiently than anyone else, one 
girl spent much of her time threading needles with the standard length of 
tliread, this being one subdivision of the trade of sewing on buttons. 

However, from a " scientific " standpoint this was but a clumsy and slipshod 
result of an analysis of the " sewing on of buttons " trade, as we soon discov- 
ered, for in another garment-making establishment they had studied tills trad& 
with a more .searching spirit. If the length of thread with which the needle was 
threaded determined the niuiiber of buttons a girl could sew on In a day, then 
the length of her arms would also be a factor, for the girl with long arms would 
take a longer draw after putting the needle through the cloth and the button 
than the girl with short arms. 

Once this " scientific " fact was dlscoveretl, the experts made elaborate studies 
of tlie problem, girls with short, medium, or long arms working with standard 
lengths of thread being watched and the results of their day's output analyzed. 
As a result of these studies it was possible for the exi^erts to discover the proper 
length of arm to enable a girl to sew on the largest number of buttons, and the 
employing department was Instructed to supply the button-sewing department 
with girls whose arms were of the desired length. But even this was not 
scientifically thoroughgoing, for it was found that the length of the fingers un- 
doubtedly had an Influence, and studies were made to determine what the most 
efficient length of fingers was, so that the girls in this department who were 
being specialized as button sewers would all have fingers and arras of the same 
length. So-in time the firm had a group of girls sewing on buttons with stand- 
ardized lengths of thread with their standard fingers and arms. 

Here was the perfection of " scientific management I " 
But human nature or human qualities and characteristics are prone to upset 

the rigid rules of mechanical motions when the.se are applied to them. 
It was not long before the experts, who had studied for many weary days 

with stop watches iind iKmdered deeply over huge masses of the time studies 
they had accuinulatefl, discovered that though they had standardized the length 
of thread and the length of fingers and arms which were to sew on buttons with 
the thread, there was still a wide difference between the girls' output. 
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Wlmt tlie efficiency experts had failed to standardize, what as a matter of 
fact they could not standardize, were the physical and mental qualities of the 
workers, their vitality, their ambitions, their nervous coordination, tlielr 
ability to work without physical, nervous and mental deteriorntlon under the 
monotonous chjiraeter of thi'lr work. 

In the end, In the hitter plant, standard lens,'ths of thread, or of fingers, or 
of arms, were disrnnled, aiul eiu'li girl was permitted to cut the length of the 
thread to suit herself, with the result that the unstandardlzed girls were 
apparently enjoying betCer liealth. were less ruslied, and were doing better for 
tliemselves and their employers than their standardized sisters. 

There may have been a modicum of scientific research, coupled with other 
objects, which led to the original time and motion studies resulting in the 
standardiy.liig of the length of thread, fingers, and'arnis in the trade of sewing 
on buttons, but the welfare of the girls, the desire to teach them to become 
competent garment workers, was certainly tiot the prime motive. 

A result of this specializing and subdividing of tlie work is the employment 
of workers of less craft knowledge and narrower manual skill, who for lower 
earnings replace the skilled workmen. One Instance came under our observa- 
tion where skilled workmen who had lieen employed for years by the firm and 
whose earnings were from $30 per week upwards were replaced by girls and 
women whose wages were less than half of that anioinit. These female workers 
each completed but a small part of the finished whole. 

The exienslve s|H'clull/.ation which occurs could be Illustrated by a barber 
shop, where one worker would attend to tlie hot water, another work up the 
lather, a third apply it to the face, a fcairth do the shaving, a fifth the strop- 
ping of the razor, while still others would resi)ectively wash, dry, and perfume 
the shavet^'s face. It Is true that each of these workers mlglit be termed a 
highly trained specialist, but such a narrow degree of craft or Industrial knowl- 
e<lge would be of little practical vahie to him, to the community, or to the 
tniiustries. 

The detailed observations of the workers' motions while at work, known as 
motion study, are carried on for two principal purposes. 

The highly skilled workers are closely ol)served so that their manual motions 
and method of laying out and handling tlielr work may be studietl until a record 
of the most efllclent method of doing each minute part of the job can be secured 
and analyze<l. 

The best way to pick up a tool, to use it, to handle the material and pre- 
pare It for the finished product, are determlne<i by the time and motion study 
man and recorded. This enables him later on to take the work formerly re- 
quiring skilled workmen and subdivide it, giving the doing of one part of the 
job to one worlver and another to someone else taken from the ranks of the 
lesser imld and taught to do the simple parts of the job to which they were 
assigned. 

Through this careful study of every motion and method used by the skilled 
worker and its recording upon inde.v curds, the employer In time acquires os 
personal property the craflman's skill and knowledge, and then doles this out 
to the lesser skilled and lower jiaid workers, who are then employed to sup- 
plant the skiiiwl craftsmen formerly requlretl. 

This practice raises a most serious problem relative to which the Hoxle re- 
iwrt says: 

"There can be little doubt that 'Scientific management' tends In practice 
to weaken the power of the Individual worker us against the employer, setting 
aside all questions of personal attitude and the particular opportunities and 
methods for voicing complaints and enforcing demands. As we have seen, ^It 
gathers up and transfers to the management the traditional craft knowledge 
and tran.smlts this again to the workers only ple<-emeal as It Is neo<Ic^ In the 
IK^rformance of the particidar Job or task. It tends In practice to confine 
each worker to a particular task or small cycle of tasks. It thus narrows his 
outlook and skill and the experience and training which are necessary to do 
the work. lie is therefore easier of displacement. Moreover, tlie changing of 
methods and conditions of work and the setting of tasks by time-study with 
Its assum])tlon always of scientific accuracy put the individual worker at a 
disadvantage In any attempt to question the Justice of the demands made upon 
him, and the assumeti payment of wages in proimrtlon to efficiency with the 
opiK)rtunitles of exceptional reward held out If he will but make the task, 
tend to put upon.him responsibility for wage results of which he complains. 

30X02—16 23 
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There are no simple, definite, recognized and permanent standards of work and 
eaniliiRs to which ho can appeal. Tlie onus of proof Is upon Iilni and the 
standards of judgment are set up by the employer, covered by the mantle of 
scientific accunicy. The unskilled workw, especially, under ' Scientific man- 
ngoniont,' loses what little chance of success as an Individual he may elsewhere 
have, in any contest with the employer, and ' Scientific management,' from the 
Ftiindpoint of competitive power, tends to relegate workers to the condition of 
the unsldlled." 

In r.dditlon (o the gathering up of the craftsman's skill and transferring It 
to the employer's indexed records, motion study In practice is applied In In- 
structing the worker .so tliat no unnecessary motions will be made in connec- 
tion with the work. The instructor with the motion study records at his dis- 
posal, plus the untrained worker, is expecte<l to take the craftsman's place. 

If the form of specialization which was found In operation in the great mn- 
jority of plants visited could be applied to our industries as a whole, craft 
skill and knowledge among the workmen would disiippear. The craft knowl- 
edge would become the employer's property in the s.ime degree that his ma- 
chinery is something personally owned, craft skill would also be the emiiloyer's 
poFsessIon. that particular part required for the iicrformance of the work being 
given to the worker by instructors. The workers would have neither knowl- 
edge nor skill e.xcept that small and limited part which would be required to 
nccomplish the simple portion of the work to which they were assigned. 

The manager of one large establishment informeil ns that owing to the de- 
gree of specialization he had carried out It was possible for him to take un- 
trained workers and instruct them so that in 10 or 15 days they could do the 
most of the work In the plant. Others Infromed us that In a month or two, 
under their system, they could make fully comi'vetent operatives for the work 
in their establishments. In a word, the specialization and standardization of 
labor under " Scientidc management" as we found it, provides no apprentice- 
ship system for the training of craftsmen and assumes that the thoroughly 
trained mechanic is no longer required except In rare instances. It alms to 
rei)laee the trained craftsmen with workers whose knowledge is limited to a 
few simple ojieratlons, and whose labor Is directed by Instructors. 

If genenilly applied the craftsmen would pass out of existence, and the 
workers would become dependent for their existence upon the scanty and In- 
significant industrial knowledge and experience afforded them by their lim- 
ited opportunities, regulated by those who. In addition to ownership of ma- 
chinery, had also acquired possession of craft knowledge and the skilled work- 
ers' methods. 

OVER-SPEEDING. 

One of the strongly defended claims of "Scientific management" Is that It 
prevents the workers from being over-s|)eeded.     Mr. F. W. Taylor held that: 

" ' Scientific mnnagemcnt' seeks to eliminate over-stimulation, over-speeding, 
and nervous and physical exhaustion of the workers: 

'• By sul)stltut!ng exact knowledge, based upon a careful study of men nn^ 
machines, for gtiess work In the setting of the task, and the determination of 
the hours and other conditions of work. 

" By eliminating thns the need for the employment of pacemakers. 
" By transferring from the workers to the management responsibility for 

contriving the best methods of work. 
" By removing from each worker responsibility for the work of others and for 

the instruction of l)eginuers and helpers. 
"By maintaining the best conditions for performing the work through fur- 

nisliiiig the best tools and materials at the proper time and place. 
" By training the workers in the most economical and the easiest method of 

performing operations. 
"By stan<lar(lizing equipment and performance. 
" By Instituting rational rest periods and modes of recreation during work- 

ing hours. 
" By surrounding the workers with the safest and most sanitary shop environ- 

ments." 
As found In practice, " scientific management" presented a wide range of 

conditions from wlilch to draw conclusions as to the claim that under this sys- 
tem overspeeding is prevented. 

In no instance was it found that the philosophy of the shorter workday had 
Influenced any efficiency engineer or employer to reduce the hours of labor. 
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while one of the leaders of " sclentlflc mnnngeraent" Inforraefl us that the 
workers could be employed 10 or 12 hours per day without any physical injury 
resulting. 

In one or two plants systematic efforts had been made to prevent overspeed- 
Infj. workers were advised not to endeavor to accomplish more than the task, 
and in one instance as a deferent workers were penalized throuRh a sharp re- 
duction In the sum aIlowe<l for the conipletion of the job. In general, however, 
the workers were encouraged to bent the task, through both the enii)loyer'8 
policy and the foreman's efforts to secure their bonus, the winning of which de- 
l)ended upon the workers achieving the tasks. 

Reference to wliat appears imder the head of "time and motion studies" will 
Indicate the unscientific, irregular character of nuich of the task setting, anil 
the various Influences which animate the task setter while-engaged In his work. 
The reward received for reducing the cost of production, the employers' desire 
for speetly results, the temptation to make a better record than some other 
efllclency engineer or task setter, these Jind other motives operate to set 
the tasks so high that overexertlon Is neces.sary to accomplish them In many 
Instances. 

Nowhere was It found that fatlgiie studies had been made, which would be 
of value. In fact, no scientific study has yet been made of the subject of 
fatigue, or of tlK» workers' long-time efficiency, and as no comprehensive studies 
of human fatigue have been made by scientists, there Is no data uiwn the sul)- 
Ject which would warrant anyone's speaking upon It with authority. Hut even 
If there were, the Important questions would he the manner In- which the 
knowleilge of the sid)ject would be applied to the workers and the degree to 
which It would safeguard tliem from overstrain. Upon this subject the Hoxle 
report says: 

"A nnich more definite issue Is brought up by Mr. Taylor's claim that ' scien- 
tific niaiiiigenient' guards the workers against overspeedlng and exhaustion 
through careful studies of fntigiie and the setting of the task on the basis of a 
large number of performances, by men of different capacities and with due and 
scieiitllic allowance for the human factor and legitimate delays. It has been 
pointed out already In the discussion of time study that tasks are set In all .sorts 
of ways, with reference to the men chosen and the number of performances 
timed. There Is no general rule. And It was also demonstrated that no scien- 
tific method had been develoiKtl for the making of human allowances, and that 
these are sometimes very liboral. but sometimes also unduly curtailed. It must 
be admltte<l on the other hand that 'scientific management' can and often does 
go far tlirougli the study of machinery and the careful observation of the on- 
going process of production toward the establishment of proper allowance for 
legitimate delays, not connected directly with the human factor. When we 
come, however, to the matter of fatigue studies, and their connection with 
speeding and exhauslon, Mr. Taylor's claim seems to break down completely. 
No actual fatigue studios were found taking place In the shops, and the time- 
study men employed, who should be charged with such studies, seemed. In gen- 
eral, to be quite indirferent or quite Ignorant in regard to this whole matter. 
Fatigue studies aiipareiitly are not made when the tasks are set, and. If after- 
wards complaint Is made, the classical method of dealing with the subject is to 
' demonstrate' to the worker that the task can be done In the time set. Efforts 
to <llscover from ' .scleiitidc management' experts projx-r methods for studying 
fatigue brought out only vague replies. Were It not for certain examples cited 
In ' scientific management' texts, there would seem to he no ground for credit- 
ing It wllli any scientific aspirations In this connection. This does not mean 
that no attention to fatigue Is given In 'scientific management' shops. Cases 
were found \\here the health and energy of the workers were carefully observefl 
nnd attempts were made to adapt the work to their condition, but the methotls 
employed were the rough and ready ones of common-sense observations." 

While It is true that some efliclency engineers and employers have taken the 
element of fatigue Into consideration with the object of preventing the worker's 
overexertlon. It is e<iually as true that others aim to develop a system which 
will .spur the workers to their limit. The speeil competition attitude on the 
workers' part Is develope<l through many clever methmls. In one plant the 
workers were divided Into small groups, each group having a high post near 
It upon which two large signs were hung, one showing the number of pieces 
the group must finish during the day to complete their task and the other the 
dcgi-ee of progress they had made. These signs were so prominent that the 
workers In one group could sec the figures upon all of the other signposts In the 
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room. From time to time tlie spt*(l bosses went from group to proui), counting 
up the finislied pie<es, imd then postins tlie total finished worl<, so thnt the 
several groups could race with each other, or, what really was the case, realize 
that they were pitted against eacli other. It Is but natural to anticipate that 
under this method the several foremen would vie with each other and endeavor 
to have the workers under them the .speediest, for the resulting favor from the 
olTi(« which this would bring. One efflcieiicy exi)ert was quite frank uixm this 
pluise of the subject, and in writing about the atmosphere of speo<iing up which 
Iiad developed he said with to a molder working under his system: 

"This same man asked to be told a day before the pattern went out of the 
sand, so that he and his gang could put up a record that no other gang could 
touch." 

One instance showing the extent to which " efficiency exjierts " can develop 
methods of speeding tlie workers \\\> to their pliyslcal and nervous limit made 
n permanent impression upon the investigators. 

The plant employwl the usual f<n"ms of time and motion study for the de- 
termination of what the task should be, and the workers were paid a bonus If 
they accomplished the task. For example, if the time set upon n task was one 
hour, the worker. If he finished the job in an hour, was credited with an hour 
and a quarter's pay, based upon his hourly wage rate; so that if this was 20 
cents lie would receive 25 cents for the hour's work. 

This bonus was not considered sufliclent to properly assist and stimulate the 
workers, so the foreman was also paid n bonus, tliis being based ui>on the 
number of worker under his charge who earne<l their full bonus. For the fore- 
man's efficiency to reach 100 \tev cent It would be necessary for every worker 
In his gang to earn their bonus every hour of the working day. It was, there- 
fore, to the foreman's Interest to do all that lay In his power to see that every 
worker accomplished the task which had been set. 

However, this was but a part of the strheme or system which aimed to get all 
of the work iM).ssibIe out of the workers, for another factor entered largely into 
the plan. The time-study man and task setter was also paid a bonus which was 
base<l upon the number of workers who failed to make their tasks, the task 
setter's efflcion(;y rea(!hing 1(K) per cent only when every worker In a group 
falletl to finish their jobs in the time set for the accomplishment of their tasks. 
Tlie time-study man was, therefore, paid a bonus to set the tasks so high that 
the workers could rarely, if ever, nccomi)Ilsh them, while the foreman was paid 
a bonus based upon the number of workers who could be prevailed upon to 
finish their Jobs within the time set. 

I'nder this system tliere were no rest periods or other provisions which would 
prevent the workers from being speeded up to their limit, but instead it became 
a contest l>etween the time-study man and the foreman, the one depending for 
his extra wages uiiou setting the time so short for the finishing of the task 
that the workers could not make it, and the otlier only receiving his bonus 
when he succeetled In having the workers accomplish these tasks. It was a 
clear case of playing both ends against tlie middle, the middle in this case being 
the unfortunate worijcr. 

In theory " scientltic maimgenient" would protect the worker from over- 
exertion ; In such an instance as the one Just referro<1 to the practical applica- 
tion of the system deliberately and witli human ingenlousness aimed to secure 
the worker's last ounce of energy. 

Even where the system did not aim to drive the workers to extreme exertion 
tliere was frequently a total absence of any provision to allow the workers a 
rest or breathing spell. In one plant the workers had requested that they be 
allowed rest periods, and this had been denied. Some of the workers, desiring 
rest periods, had luirried up their work so that a few minutes of rest would be 
secured between tasks. Tlie firm had notifle<l the workers that this practice 
must cease, but the workers had |>ersisted, and their determination was so • 
evident that they were finally allowed to take rest moments. In this plant, 
which was operated by a man of high Ideals In many ways, a condition was 
found in one department where, be<;ause of gang production, and the Interrup- 
tion in the gang process caused when one worker stopped, the women workers 
were practically unable to attend to human necessities during working hours. 
It Is l)ut fair to .say that the general manager would not have tolerated the 
existence of such a condition had he known of It, for at heart he was a humani- 
tarian. However, one of the very serious defects of "scientific management" 
Is that It does not keep the manager informed of much that affects the workers, 
their rights, their welfare, aud Uielr desires. 
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Cumulative evidence was acquired during the Investigation to prove labor's 
contention that "scientific management" In operation tends to speed up, that 
In many Instances workers under this system have been speedetl up to their 
physical limit, and that ns applied by many It Is Intended to accomplish this 
result. 

INDUSTRIAL DEMOCRACT. 

The conttoversy which centers about time study, task setting, and the methods 
of payment employed by " scientific nuinagement" Is perhaps of secondary Im- 
portance to the attitude of "scientific management" toward Industrial de- 
mocracy and Its reliitlon to the workers. 

Mr. Taylor has claimed that— 
" • Scientific management' Is the essence of Industrial democracy. It sub- 

stitutes the rule of law for arbitrary decisions of foremen, employers, and the 
unions, and treats each worker as an independent personality; It transfers to 
the workers the tradltiotuil craft know!e<lge which Is being lost and destroyed 
under current industrial methods; les.^ens the rigors of shop discipline; pro- 
motes a friendly feeling and relation between the management and the men, 
and among the workers of a shop or group; It gives a voice to both parties— 
to the workers In the eufl equal voice with the employer—and substitutes Joint 
obe<lience to fact and laws for obedience to personal authority. No such de- 
mocracy has ever exlstetl in Industries before. 

Every protest of every workman must be handled by those on the manage- 
ment side and the right or wrong of the complaint must be settled, not by the 
opinion of either of the management or the worknum, but by the great emle of 
laws which have been developed and which nuist satisfy both sides; both can 
refer only to the arbitrament of science and fact. ' Scientific management' 
thus makes collective bargainings and trades unionism unneces.sary as a means 
of protection to the workers, but It welcomes the cooperation of unionism." 

Organized labor has declared that " scientific management " is essentially 
autocratic, a reversion to industrial auto<Tacy which forces the workers to 
deiK'iid uiMin the employer's conception of fairness and Justice and limits the 
democratic safeguards of the workers, that it tend.s to gather up and to transfer 
to the management all the traditional knowledge, the jutlgmeiit, and the skill 
of the workers, and monopolizes their initiative and skill in coimection with 
work; tliat it ordinarily allows the workmen no voice in hiring or discharging, 
the setting of the task, the detennlnation of the wages or tlie general condi- 
tions of employment; that It greatly intensifies unnecessary managerial dicta- 
tion and discipline; tends to prevent the presentation and denies the adequate 
consideration of grievances and tends to increase the number of shop offenses 
and the aniount of docking and fining; it introduces the spirit of mutual 
suspicion and contest among the men, and thus destroys the solidarity and c-o- 
oi>eratlve spirit of the group; it has refused to deal with the workers except 
as individuals; It Is incompatible with and destructive to unhudsm; it destroys 
nil the protective rules established by unionism; and, finally. It Is incompatible 
with and destructive to collective bargaining. 

Industrial democracy, ns we understand It, Is that condition In the Industries 
which acknowl<»dges and accepts the right of labor to a collective vok-e in 
determining what the terms of employment shall be and the condifiims under 
which labor is to be performed. It gives practical application to the principle 
that govennuent In the shop, like government In the Nation, should be by 
the consent of the governed. 

It has not been my purpo.se to discuss the theory of " scientific management " 
ns expounded by Its leaders, but rather to call attention to the conditions 
affecting labor which were found to exist In plants where " scientific manage- 
ment " had been Installed. It Is essential, however, that attention should be 
called to Industrial (leniocracy as it Is apparently imderstood and defined by 
those who apply the principles of " .sc'entlfic nuinagement"; for, mdess this 
Is done, it would be impossible to understand the attitude which ".scientific 
management " has assumed toward labor. 

Mr. Taylor has held thiit the relations between employers and workers are 
governed by a fundamental harmimy of Interests. .-Sssumlng this to be true 
and that perfect eqmdlty of Interests exists between them, c<miplete democracy 
in all of their relations Is to be secured by setting aside the employers' personal 
nuthority and the arbitrary rules and regulations of the workers, with nil 
of file machinery for negotiations and the enforcement of decisions create<l by 
iKitli, and substituting at all times the impersonal dictates of natural law and 
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fact. It Is tlie democracy of science as applied to industry. All that is neces- 
sary to realize this Is to have In tbe shop a corps of scientists to determine 
and declare to employers and workers the objective scientific facts. 

" If," as the Iloxie report says, " Mr. Taylor's original assumption is correct, 
and If all Industrial matters touehinfr th& relations of employers and workmen 
have been or can be reducetl to a purely scientific basis, his conception of 
industrial democracy is valid, and if it is adhered to by scientific managers 
generally, the worker has no need of unions, \inion machinery, or collective 
barKainin;; to voice his complaints and enforce his demands in order to secure 
just consideration of his interests and equal voice with the employers lu the 
determination of all matters of mutual concern." 

However, as a matter of fact, tieither is (ho Taylor as.sumption correct, nor Is 
It adhered to by scientific managers generally. 

Theoretically, Mr. Taylor and other leaders of "scientific manaiioreent" 
hold that the elements of the conditions of labor and tlie terms of employment 
can be demonstrate<l as objective scientific facts and are tlierefore no more 
subject to bargaiulnR or ahitrati(m than the question of the eartli's revolution 
on Its axis or the principles of arithmetic. Perhaps no feature of " scientific 
mnnngement " indicates a wider divergence between a theory and its application 
tlian the one under consideration. As one efiiciency expert said to nie, after 
spending some tinje with him In investigating a plant whore lie had assisted 
In introducing the .system: "All of this talk about 'scientific management' 
benefiting labor Is b——.   We have to use It for policy's sake.   The employers 
are after tlie results, an<l what • • and I are after is tlie money, for the 
financial results are tlie first consideration. Wlien  — undertakes to intro- 
duce the system in a plant, he makes the first studies and gives tlie foremen 
the   first   instructions,   and   this   frequently   makes   trouble,   and   then   I   am 
brought In as a pacifier or soft .soaper to follow up — and sling the salve. 
After this I take up the work of rate making and task setting." 

This attitude was not exceptional, although it was sometimes expressed lu 
choicer language   As one of the leading manufacturers said to us, "—  is 
n thinking machine of high order, and the system whldi he worked out is all 
right so long as he Is not given any chance to apply It himself." 

In one well-known establishment. Mr. Hoxie said to the manager: "Your 
conception of industrial democracy Is the employer sitting as a just judge and 
handing down his opinion, based upon the facts and arguments presented to 
him." The reply was: "To a certain extent." Mr. Hoxie added: "Then the 
final decision must rest with some one who is not biaseii." ancl the reply was: 
"Not necessarily, hut It must rest with some one who Is not biased and who is 
In authority." 

This manager held that the question of fatigue, the difficulty of accomplish- 
ing the task, was not a matter for bargaining or for negotiation with the 
employer, but was a matter for scientific determination. He believed that the 
minimum wage rate was al.so a matter for scientific determination, as well as 
the liours for labor, yet in this plant, where the tasks were set under the .system, 
the workers wlio did not accomplish them were penalized by Iwing demoted 
to n lower hourly wage rate, and the worker who did not fall Into line with 
the many rules set up was disciplined in other ways, or eliminated. 

I\Tr. Tnvlor's Ideal shoos with their corns of scientists nnil scientifically 
tralnetl time-study men and Instructors were not encountered during the Inves- 
tigation. It is true that systems of ".scientific ni'inagenient" had been In- 
Stalled by efficiency engineers possesse<l of marked ability and wide experience, 
men of hish ideals and not wanting in .the milk of hniu-ui kindness, but these 
men did not remain In charge of the plant to direct the machinery which they 
had Installe<l, and this work was taken up by other and inferior men. It Is 
the work of the time-study men which chiefly determines whether efficiency 
shall be combined with Just and humane treatment of the workers, regardful 
of their present and future welfare. 

" This being true," says the Hoxie report, " the time-study man Is, from tbe 
Standpoint of labor, the central figure In 'scientific management'—its vital 
organ and force. To jierform his functions properly, to make 'scientific man- 
agement' tolerable to labor, he must be a man exceptional In technical and In- 
dustrial training, a man with a broad and sympathetic understanding of the 
workers as well as of the economic and social forces which condition their wel- 
fare, a man of unimpeachable judgment, governed by .scientific rather than 
pecuniary considerations, and withal he must occupy a high and authoritative 
position in the management.   For if he Is to set tasks that will not cause nerv- 
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ous and physical exhaustion, he must not only have nn Intimate personal knowl- 
edge o( the work to he done, the special diflicultles It involves, tlie qualities 
required to do it weil, the demand whicli it maljes on strength, skill, insenuity, 
and nervous force, but he must also be able to recognize and measure nervous 
disturbance and fatigue and understand and deal wisely with temperament. 
If he Is to set tasks that will always be fair and liberal be must understand 
and know how to discount all the effects of current variations in machinery, 
tools, and materials, in human energy and attention. If he Is to safeguard the 
lives and health of the workers and their general oc<moniic and social welfare 
he must be an expert In matters of sanitation and safety and liave a broad and 
deep understanding of economic and social problems and forces; and, finally, if 
he is to make all this knowledge count he must be able to establish the stand- 
ards warrante<l by his study and judicial weighing of men and facts and to 
protect these standards against Infringement and displacement. All this and 
more, if the claims of ' scientific management' relative to labor are to be gener- 
ally fulfilled. 

" Hut as things actually are this emphatically Is not the type of man who Is 
habitually engaged in time-study work and who is being drawn into it; nor 
does the time-study man of the present occupy this exalted position in the hier- 
archy of 'scientific management.' The best men in this work are i)erhaps 
technically qualified, but so far as the observation of your investigator has 
gone the best of them are technicians with little knowle<lge of the subject of 
fatigue, little imderstanding of p.sycliology and temperament, little understand- 
ing of the viewpoint and problems of the workers, and almost altogether lack- 
ing In knowletlge of and interest In the broader economic and social aspects of 
working-class welfare. The bulk of the time-study men encountered were Im- 
mature men drawn from the shop or from college. They were exjiected to get 
their knowledge and training in all the matters enumerated above through the 
actual work of time study and task .setting. In the majority of cases encoun- 
tered It was not considered essential that they should have ha<l any special 
training in the particular industry. A man who had worked exclusively in the 
machine shop was consUlered competent after a few weeks or months of con- 
tact and trial experience to set tasks in a cotton mill. Sometimes previous 
Industrial exi)erlence of any kind was not considered necessary. Analytical 
ability, good powers of oI)servatIon, a sense of ju.stlce and tact were the chief 
qualities emphasized as es.sential for a good time-study man. Rarely, if ever, 
was anything sahl of technical knowledge concerning fatigue, psychology, sani- 
tation, safety, and In broader problems of Industrial and social welfare. In- 
deed, time study and task setting were almost uidversally looked upon as pri- 
marily mechanical tasks In which the ability to analyze jobs and manipulate 
figures, rather than broad knowledge and sound judgment, were regarded as the 
essential factors. Naturally, therefore, the time-study men wore found to be 
prevailingly of the niirrow-niinded. mechanical tyr)e, poorly paid, and occupying 
the lowest positions in the managerial organization, if they could be said to 
belong at all to the managerial group. Nor does the situation seem to promise 
much improvement, for the position and pay accorded to time-study men gener- 
ally are such as to preclude the drawing Into this work of really competent 
men In the broader sense. Aside from a few notable exceptions in the shoijs 
and some men who make a general profession of time study In connection with 
the installation of 'scientific management,' tliis theoreticnlly lmi)ortant func- 
tionary receives little more than good mechanic's wages and has little voice In 
determining shop policies. The start is often umde at .flS per week. A good 
time-study man, according to current standards, can be had at from .$7."i to .?100 
a month, and ?125 per month Is rather a high rating for experienced men, If 
the statements of scientific managers are to be trusted. In fact, the time-study 
man who, if 'scientific management' is to nwke good the most important of 
Its labor claims, should be among the most highly trained and influential ofil- 
clals In the shop, a scientist in viewixiint, a wise arbiter between emjiioyer and 
workmen, is in general a petty functionary, a specialist workman, a sort of 
clerk who has no voice In the councils of the higher officials. There are of 
course exceptions to this general rule, but taking the situation as a whole the 
qualitv of tlie time-study men actually setting the tasks in ' .scientiflc-nmnage- 
ment' shops and the position which they occupy are such as to preclude any 
pre-^ent possibility of the fulfillment of Its labor claim.s." 

There can be little doubt that " scIentiH<' management," as we found It ap- 
plied, tends to weaken the power of the Individual worker, as against the em- 
ployer, setting aside all questions of personal attitude and the particular oppor- 
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tiinity iinrt methods for voicing the workers' oompliilnts «nd enforcing their 
denmnds. It tends In prnctlce to conHne eiu-h worker to a particular task or 
operation, or tlie most limited number of these. It narrows the worker's out- 
look and limits his opportunity of acquiring skill and knowle<lge through expe- 
rience, and liniils iiis growth toward craftsmansiilp. The worker Is. therefore, 
easier to displace. I'ersonal Interviews withs workers brought to light nmny 
Instances of press\ire. Indicating how difficult, if not impossible. It was for tliein 
to act collectively under the systems. The individual workers were reluctant to 
call attention to work which had been poorly done liy other workers, because It 
gave them the reputation of being crunks or faultfinders among the workers of 
their own and other groups and made them objects of unwelconied attention on 
the part of the Instructors, gang bosses, speed bosses, and time-study men. Most 
of the workers interviewe<l seemed to feel themselves helpless in the face of 
the machinery wliidi the system had built up. and each one was endeavoring to 
protect him.self only. Frefiueiitly the worker who Is limed on the job Is a pace- 
maker, and consciously .such, which creates an attitude on the part of his fellow 
workers whiclt can be readily understood. Where the ta.sk Is set too high the 
workers comj)lain tliat their predecessr)rs skimp the work in their efforts to earn 
their bonus, and that much of this skimped work pas.ses the Inspectors during 
the proces.s of i)roductlon. Neither is favoritism eliminated, this being particu- 
larly true whore the foreuum is i)aid a bomis on the work done under him. A 
source of irritation was also found In the suchlen jum|) In rates which takes 
place under some of these systems when the task has been accomplished. The 
worker who Just mls.ses the nmrk and, therefore, loses his bonus feels Irritated 
when he sees other workers attaining their bonus, througli some favoring cir- 
cumstances or because they have succeede<l in evading the Inspector's vigilance, 
or because the time studies have not l)een thorough enough to make proper 
allowance for difference in the skill required or the materials use<l on the Job. 

Deating with this subject the Hosie report says: 
"Beyond the question of Irritation Is that of the general eflfe<'t of 'scientific 

management' metliods on the motives and nttiludes of the workers. Here the 
count seems to be de<-i<hHlly in favor of tlie tra<le-uiilon charges. Almost every- 
thing points to the strengthening of the individualistic motive and the weaken- 
ing of group solidarity. Kuch worker is l)eiit on the attainment of his Indl- 
divual task. He can not ci>mbiiie willi his fellows to deterndne how much that 
task shall be. If the individual slows down, he merely Ie.ssens his wag«>s and 
prejudices his standing without heli>ing his neighbor. If he can beat the other 
fellow, he helps himself without atTe<'ting the other's task or pay. Assistance, 
unless the man is a paid Instructor, Is at pers(aial cost. Six-clal rewards, where 
offered, are for tlie individual. Tlie <'hance of promotion is supjiosed to de- 
petid on the Individmil record. Uules of seniority are not re<'ognlz«^d. Some- 
times, iior.simal rivalry is stimulatefl by the jMisting of Individual re<.'ords or 
classification of the workers by name into excellent, good, iH>or, etc. Poten- 
tial groups are broken up by the constant changes in methcnls and reola.sst- 
flcation of workers, which Is the mission of time study. The whole gospel of 
• scientific uuiiinKem'>iit ' to the workers Is to the indi\':<jual, telling him how, by 
spe<.'ial efliciency, he can cut loose from the lua.ss, and rise in wages and position 
to a man of con.sequence. Only by the welfare work outside the working hours 
is there anytliing done to bring the men togetlier. Hut once seated at the bench 
or machine, they are .so many individual atoms, each deiH'ndent on his own ex- 
ertions for the position he sluill occupy In the heap. Det'ldodly, then, 'scientific 
management' d<jes not tiMid to the development of group solidarity within the 
shop. 

" With the power of the Indlvldtml weakeneil, nn(l the chances les,senefl for 
the development of gnnips and group solidarity, tlie democratic |K)ssiblIltIcs 
of 'scientific management' barring the iirt-sence of unionism, would s<HMii to he 
scant. The Individual Is manifestly In no positiim to cope with the employer 
on a basis of e<iuality. Collective bargaining directly by the men empIoye<l Ls, 
uniler the circumstanc-es, almost unthinkable. L'ldess, then, 'scientific man- 
agement' has evolved and p\it into practice something to offset this uumifest 
weaknesis of the Individual and tlie shop group in their dealings with the eiiv 
ployers, or holds Itself ready to (VMiperate witli unions outside, U can not by ntiy 
stretch of tlie Imagiiuition be called democratic." 

We were almost Invariably informed tliat the workers had every opportunity 
of having their complaints or grievances fully consiilered and adluste<i. anci 
that the door to the general man.ager's office was always opt!n to the workers 
who had failed to receive satisfaction from tho.se holding subordinate man- 
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agerial positions, but when efforts were ninde to discover how many workers 
have avalletl themselves of this privilege, the number was found to be prac- 
tically zero. 

«ENBRAI, I.ABOB PB0BLEM8   ARISING  FROM  THE INTRODUCTION  OF " SCIENTIFIC  MAN- 
AOEMENT." 

I'nder this heading the Hoxle report brings togeth'ir the results of the wliole 
Investigation In regard to the general effects nml tendencies of "scientific 
management" relative to labor. It is, therefore, the clearest and most concise 
statement that can be made. As tlie work on this section was submltte<l para- 
graph by paragraph to the experts, and It was modified by them In the process 
of making, it Is in the nature of a joint protluct. On both accounts I feel Justl- 
fle<l in making my statement a condensation of this section. 

Probably no one will di.spute the statement that " .scientific management" 
at Its best greatly accelerates the modern tendency toward specialization of 
the workers. An example of this Is afforde*! by the work of the machine opera- 
tor, whose machine is not largely of the semiautomatic or automatic tyiM*. 

Under the ordinary form of management found in iiidustries, the machine 
operator is something more tlian a mere fetnler of material Into a machine, for 
he performs manual and mental labor as the result of his craft knowledge 
and skill, which Is as essential to complete the product as Is the work done 
by the machine. In addition to being a machine operator, he cares for the 
machine, corrects and repairs minor accidents, makes necessary adjustments, 
attends to the belting and grinds his own tools. He exercises also, within 
reasonable limits, and where there is a call for his initiative and dependence 
upon his craft knowledge. Individual judgment in the laying out and setting 
up of a job, and in determining the method and the feed and speed to be 
employed In running the material tlirough. Under " scientific management," 
on the other hand. In Its fullest development, this same workman becomes a 
mere machine tender. All the extra work is done for him by a series of func- 
tional foremen or .specialist workmen. The belting connected with the machine 
is cared for by a special functionary, the belt man; the tools whicli he u.sos are 
brought t(> him already ground by a speclali.st who does nothing else; his 
materials are always at hand, delivered by the move man, who also takes away 
the pro<luct. The laying out and setting up of the work, the feed and the 
speed to be used in doing it, and the mode of handling the material and putting 
It through the macliiiie are determined by .special functionaries and enibodie<I 
In written instruction.s. except wliere the functional foreuum is acttialiy present 
to perform or assist in the initial operation or wliere the work Is so thoroughly 
subdivided and repetitive tliat actual Instructions are not deemeii necessary, 
and though the worker may depart in some instances from the Instructions 
given, he does so at the jieril of the bonus, premium, or higlier dirrerential 
piece rate. Under the system fully develope<l, he Is Intended to be, and Is, In 
fact, a machine feeder and a machine feeder only, with the possibility of 
auxiliary operations clearly cut ofT and with means applied to <llscourage ex- 
perimentation. What applies to the machine feeder applies with more or less 
thoroughness to machine and hand operatives generally. Functional fore- 
niaiKship brings the nianagerial activity into every phase of the shop work. As 
Mr. Taylor says: "It elTects a more tHiind division of the work between the 
management and the men by taking from the latter many of the activities which 
they were formerly obliged to perform." 

But It Is not merely In .strijiping from the job its auxiliary operations that 
" scientific management" tends to siMx-ialize the work and the workmen. Time 
study, the chief corner stone of all systems of " scientific management," tends 
Inherently to the narrowing of the job or task itself. The chief f\inctlon of time 
study is the analysis of work, the reduction of operations to their elementary 
motions ami units, and the rectmibinatlon of these elements into operations 
more quickly and (-asily performe<1. Doubtless time study thus may sonietitnes 
result in the iliscovery that new elements or oi)erations may be added to 
former jobs with a di.stlnct contribution to efficiency and economy, or that 
former oi>erntions nmy IK' efllclently combined. Hut as tlie final object of time 
study, as far as it directly touches the workers. Is to make possible the setting 
of tasks so simple and uniform and so free from possible causes of interrup- 
tion and variation that definite and Invariable time limits can be placed upon 
them, and the worker may be unim|x><led in his efficient performance of them 
by the necessity for questioning and deliberation, the preponderating tendency 
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of time study Is to split up the work into smaller and simpler operations nnd 
tasks. This tendency Is not nlwnys apparent in "scientific umnaRement" 
sliops, because sometimes, especially where these represent an old established 
mat-iiine industry, the si)ecializntion of work has already been carrie<l to tiie 
extreme possible with tlie machinery In use. But time study furtliers the 
invention of new machinery of n more automatic type nnd of machinery for 
the i)erforuiance of former hand oi>eratlons. An interesting side light was 
thrown upon tills whole matter in one shop visiiwl where time study for 
standardization and improvement had been especially emphasized. Here for- 
mer handwork has been progressively converted into machine work, and the 
cycle of many operations in the particidar job had lK?conie so short that the 
management lias been unable to catch them ac<-urately by means of tiie scop 
watch, and so despaired of l)eing able to set tasks by means of elementary 
time study. Decidedly, than, time .study tends to further the nuHlern tendency 
toward spoclalization of the jol) and the task. 

Tlio inhoi'ent toiideiicy to specialization is l)uttres.secl, broadene<l in Its .scope 
and perpetuated by tlio progressive gathering up and systematizing In the 
bands of the employers of all the traditional craft knowledge in the possession 
of the workcr.s. With this information in hand, and func;ional foremanship 
to direct its use, " Scientiflc management"' claims to have no neetl of crafts- 
men, in tlie old sense of the term, and, therefoi'e, no need for an ai)prentice- 
Bhip .system except for tlie training of functional foremen. Ic therefore tends 
to neglix-t apprentice.ship exce|)t for the training of the few. And as this ac- 
cunudation of systematized knowle<lge in the luinds of the employers grows, 
tliey ni-e enabletl to broaden the scope of Its oiieration. to attack and specialize 
new operations, new crafts, and new industries, so that the tendency is to re- 
duce more and more work to simple, specialized oiierations and more nnd 
more workers to the position of narrow specialists. Nor does " Scientifie man- 
ngemenc" afford anything in itself to check or offset this siiecialization ten- 
dency. The Instruction and training ofl'ered is for specialist workmen. Selec- 
tion and adaptation are specializing in their tendencies. Promotion is for the 
relatively few. The whole .system, in its conception nnd operation, is p<jinted 
toward a univ(>rsally .speciniizeil industrial rC*glnie. 

The following editorial from a recent issue of the Interntional Molders' 
Journal attempts to descriiie the condition which is l)elng created by " scientific 
management," as we found it in practice. 

" UOUERN  INDUSTRY AND CBAFT SKILL. 

" The one great asset of the wageworker has been his craftsmanship. We 
think of craftsmanship ordinarily as the ability to manipulate skillfully the 
tools and materials of craft or trade. But true craft.smanship Is much more 
than this. The really e.ssential element in it is not manual skill and dexterity, 
but something store<l up in the mind of the worker. This something is partly 
the Intimate knowledge of the character and uses of the tools, materials, and 
processes of the craft which tradition nnd experience have given the worker. 
But beyond this and above this, it is the knowle<lge which enables him to 
imder.stand and overcome the constantly arising diflicuUies that grow out of 
variations, not only in the tools and materials, but in the conditions under 
wliicli the work must be done. 

" In the pa.st, for (be most part, the skillful manipulation of the tools and ma- 
terials of a craft and this craftsmanship of the brain have been bound up 
together in tlie person of the worker ami have been in his possession. And it 
Is this unique possession of craft knowleilge and craft skill on the part of a 
body of wageworkers—tliat is, their possession of those things and their em- 
ployer's Ignorance of them—that has enabled the workers to organize and force 
better terms from the employers. On this unique possession has depended 
more than on any other one factor the strength of trade unionism and the 
ability of unions to improve the conditions of their members. 

"This being true, it Is evident that the greatest blow that could be delivered 
against unionism and the organize<I workers wouhl be the separation of craft 
knowledge from craft skill. For if rhe skilled use of tools could be secured 
from workmen apart from the craft knowledge which only years of experience 
can build up, the prmluction of ' skiiial workmen' from unskilled hands would 
be a matter in almost any craft of but a few days or weeks; any craft would 
be thrown open to the competition of an almost unllmltetl labor supply; the 
craftsman In it would be practically at the mercy of the employer. 
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" Of late, this separation of craft knowletlge and craft skill has actually 
taken place In an ever widening area and with '.in ever Increasing acceleration. 
Its process is shown In the two main forms which it has been taking. The 
firet of the.se Is the Introduction of machinery and the standardization of tools, 
materials, product, and process, which makes production possible on a large 
scale and the specialization of tlie workmen. Each workman under such cir- 
cumstances needs and can exercise only a little craft knowledge and a little 
craft skill. But he is still a craftsman, though only a narrow one and subject 
to nmcli competition from below. Tlie second form, more Insidious and more 
dangerous than the firsc, but to the significance of which most of us have not 
yet become arousetl, is the gatliering up of all this scattered craft knowledge, 
systematizing it and concentrating it in the hands of the employer, and then 
cloling It out again only in the form of minuce iastructions, giving to eacli 
worker only the knowledge needed for the mechanical performance of a par- 
ticular relatively minute task. Tliis process it Is evident separates skill and 
knowledge even in their narrow relationship. When It is completed the 
worl^er is no longer a craftsman in any sense, but Is an animated tool of the 
management. He has no need of special craft knowledge or croft skill, or any 
flower to acquire them If he had, and any man wlio walks the street is a 
competitor for his job. 

" There Is no body of skilled workmen to-day safe from the one or the other of 
the.se forces tending to dei)rlve them of their unique craft knowledge and skill. 
Only wliat may be termed frontier trades are dependent now on all around crafts- 
men. These trades are likely at any time to be standardlzetl and systematized 
and to fall under the influence of this double process of specialization. The 
problem thus raised Is the greatest one which organizetl labor faces. For if we 
do not wish to see the American workman roducod to a great semiskilled and 
perhaps little organized mass, a new mode of protection must be found for the 
working conditions and standards of living which unions liave secured, and 
some means nnist be discovered of giving back to the worker what he Is fust 
losing In the narrowing of the skill and the theft of his craft knowledge. It is 
anotlier problem which the organized workmen must solve for themselves and 
for .society. 

" Under these circumstances the progressive degeneration of craftsmanship 
and the progressive degradation of skilled craftsmen seem inevitable." 

In connection with the thoughts Just expres.sed, I desire to submit another 
excerpt from the Hoxle report: 

'"Scientific management,'" it says, "would seem to offer possibilities ulti- 
mately of better market control or better adaptation to market conditions, but 
the experience of the past year of depression indicates that at present no such 
possibilities generally exist. 

" Finally, until unionism as it exists has l>een done away with or has under- 
gone essential modification, ' Scientific management' can not be said to make 
for the avoidance of strikes, and the establishment of in<lustrial peace. Mr. 
Taylor's statement that no strike has ever occurred under ' Scientific manage- 
ment ' means simply that if a strike occurs, ' Scientific management,' in Mr. 
Taylor's conception of it. does not exist Your investigator has discovered 
several well authenticute<l ca.ses of strikes which have occurred in ' Scientific 
management' shops. He is inclined to believe that they are less frequent in tills 
class of shops tlian elsewhere in similar establishments, owing largely to the 
fact that organizetl workmen are on the whole little employed. In its extension, 
however, it is certain that ' Scientific management' is a constant menace to 
Industrial peace. So long as present-day unionism exists, and unionists con- 
tinue to believe as they seem warrantwl in doing, that ' Scientific management' 
means the destruction of their organizations or their present rules and regula- 
tions, unionism will C(mtinue to oppose it energetically and whenever and 
wherever opportunity affords." 

CONCLUSIONS. 

Our purpose has been to describe the conditions affecting labor which were 
found in manufacturing establishments wliere " Scientific management" had 
been introduced ratlier than to discuss or attempt to analyze the theories of 
this new factor which is being lntroduce<l Into the raaclilnery of production. 
Our conclusions are drawn from evidence which was .secured through personal 
observation of the Investigators and the interviews wlilch were held with 
efficiency experts, managers, and shopmen. 
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It Is my opinion tliat the Inequnlitles, variations, and contradictions which 
were found In establishments applying " Scientific management" were due: 

1. To the employers' desire to apply just that iX)rtlon of the theory and rules 
of " Scientific manngement " which they deemed most advantageous to them- _ 
selves. 

2. To the desire to secure the fullest output of their plant by the shortest 
cut .and the lowest immediate labor cost. 

3. To the employer's personal vlewi)olnt as to his relationship and duties 
to the workers in his employ. 

4. To the extent to which the employer's knowledge of the laws governing 
production was balanced by a knowietlge of the laws of economics and sociology. 

5. To the extent to which the autocratic spirit is balanced by the employer's 
conception of Industrial democracy In formulating sliop rules and establishing 
the terms of employment and the con<iltions under whicli labor Is to be per- 
formed. 

In talking with the workers In "Scientific management" shops wore In- 
forme<l that the system tended to cause some workers to slight their work to 
the limit made possible by the degree of inspection wiilch prevalletl over them; 
that it tended to the passing of work which was a shade under the standani; 
that it tended to develop deliberate schemes to sllglit work on the part of some 
workers and often became a source of friction between workers, as the slighted 
work increased the labor of other workers. 

Many of the workers interviewed held that " Scientific management": 
1. Make the workers overexert themselves. 
2. Creates shop jealousies. 
3. Enables foremen, through collusion with the-planning room, to play 

favorites. 
4. Makes workers shirk work, leaving the taslt more difficult for those next in 

the line for the handling of the material. 
5. Forces the hlgli-grade workmen to often bear a large part of the burden 

of experiments and to work out new material without any adequate remuner- 
ation. 

The evidence would Indicate that, aside from the determination of machine 
speeds and the cutting speed of t<x)ls, time study is largely a matter of the 
time-study man's personal judgment, for he determines: 

1. How many time studies shall be made on the job. 
2. When the time studies shall be made. 
3. Whether the tools, the material, and the equipment is In proper condition. 
4. How many workers shall be timed on the job. 
5. Who the workers shall be on whom time studies shall be made. 
6. Whether they shall be the slowest, average, or spee<liest workers. 
7. What elementary times shall be thrown out; that Is, the luunber of longest 

and shortest times which will be discarded from the record before the time to 
be accepted shall be computed from the figures which remain. 

It was fully demonstrated that one object of " Scientific management " was 
to spei'laiize the work and divide It into the minutest subdivision possible, for 
the more thoroughly this was accomplished the more successfully the system 
could be operated from the employers' point of view and the shorter the jieriod 
requircHl to train new woriiers to perform the work. 

Ilegiirdle.ss of tlie form of payment, whether bonus, premium, or differential 
piecework, or any variation of these methods, the purpose is to stinuilate the 
workers to accomplish the task which has been .set for them by the time-study 
men, or the iilanning room. Without this stimulus the employers feel that 
the workers would not accomplish the task. 

In the majority of Instances there were no safeguards established to protect 
tlie workers from overexertion, but Instead they were stiniidated to work to the 
extent of tlieir physical ability and instances were encounter(>d where the 
metliods applied aimed to s<>cure the worivcrs' limit of strengtii and exertion. 

In the great majority of cases there was no system of training intende<l to 
develop young men into conip<'tent craftsmen, and in many instances the state- 
ment was made that the thoroughly trainwl mechnnics or craftsmen w-ere no 
longer required. Apprenticeslnp, except in one instance, had been wholly 
discontinued and In tliis establishment, employing hundreds of woriiers, but 
nine boys were being given an opportuidty of learning a trade. 

General manual skill was not being developed. The rule was to train workers 
In llie use of but a few hand or machine tools.   The workers were made familiar 
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wltli the manual skill required to perform but a few of the operations necessary 
to complete the finished article. 

Except for the skilletl craftsmen required to perform work which as yet It 
has been imiiossible to subdivide, and which, therefore, reriuired skill, long 
training, and craft JudgmeiM to accomplish, it was the practically uannimoiis 
opinion of sliop managers that workers posses.sed of wide craft knowledge were 
no longer ri-quiri-d. In hiring workers they swk for tlio.se wlio are familiar 
wltli but a few liand tools, f>ne i)rocess or machine. 

It was apparent that under " scientific management " the workers were made 
dependent upon the functional foremen and the )>lanning nxim for craft and 
mechanical knowledge requlrwl in the establishment: 

1. Because the workers were trained to become " one Job and one operation " 
men. 

2. Because when leaving one " scientific nninagement " shop in which they 
had received tlieir training as workmen, they became practically un.skilled 
labor, imless they could .>;ecure employment at their own siibdivitled and re- 
stricted specialty in some other shop. 

3. Becau.se a broad Industrial training had been denletl them. 
It was evident that colle<'tive bargaining or negotiations relative to terms 

of employment and conditions of labor between emijloyer and workers had been 
eliminated, as the employers arbitrarily determine<l: 

1. All .shop rules. 
2. The rate of wage. 
3. Whether labor sliould be paid by the bonus, prendum, dilTerential piece 

system, or some ino«liflcatlon of tliese. 
4. What should be tlie time allowed for the performance of a task, or the 

accomplishing of a so-called standanl of efiiclency. 
5. What the liours of labor should be. 
6. What industrial education shoulil l>e given to the workers. 
7. What method would be establislied by which the Individual workers might 

receive a hearing. 
8. What should be the basis of hiring and tiie grounds for discharge. 
9. What facilities would be provided for performing the work. 
10. That the workers should be dealt with as individuals, and that there 

should be no collective bargaining between the employers ami workers to de- 
termine the terms of employment and the conditions of labor. 

After Mr. Hoxle's report had been examined and indorsed by Mr. Robert 
Valentine and my.self, a brief statenjent was prepared by the three who had 
participated in tlie investigation which contaimii the condu.sious which they 
had Jointly reached. 

Sly statement will be brought to a close by quoting the following, from 
these Joint conclusions: 

" Two essential points stand forth. The first point is that ' scientific man- 
agement,' at its best and ade<iuately applied, exemplifies one of the advanced 
stages of the industrial revolution which began with the invention and intro- 
duction of machinery. Because of its youth and the necessary application of 
its principles to a eomiietitive state of Industry, it is in nmny respects crude, 
many of its ilevlces are contradictory of its announced principles, and it is 
inadequately scientilic. Nevertheless, it Is to date the latest word in the sheer 
mechanics of production and inherently in line with the march of events. 

" Our industries should adopt all methods which replace Inaccuracy with 
accurate knowle<lge and which systematically o|M'rate to eliminate economic 
waste. ' Scientific management' at its best has succewied in creating an or- 
ganic whole of the scn-eral departments of an institution establishing a co- 
ordination of their functions which had previously been impo.ssibie, and, in 
this respect, it has conferred great benefits on industry. Tlie social problem 
created by '.scientific management' does not lie in this field. It is in its 
dlre<-t ami indirect effects upon labor that controver.sy has arisen, and it was 
In this field that the investigation was principally made. For the present, 
the Introducers and appllers of 'scientific management' have no inliiiences to 
direct them, except where labor is thorouglily organized, other than their ideals, 
personal views. Iiumanitarianism or .sordid desire for immediate profit with 
slight regard for labor's welfare. 

" The .second point Is that neither organized nor unorganized labor finds in 
• scientific management' any adequate protection to their standards of living, 
any progressive means for industrial education, or any opportunity for In- 
dustrial democracy by which labor may create for itself a progressively efQcient 
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share In efficient luannKeuient. And, therefore, as unorBanlzeU labor is totallv 
uiiequlppea to work for these human rights. It becomes doubly the duty of 
orcunlzed labor to work unceaslncly and unswervingly for them, and. If neces- 
sary, to combat an industrial development which not only does not contain 
conditions favorable to their growth, but, in many respects, Is hostile soli." 

Mr. NOLAN. I ask, before Mr. Frey concludes, that he be given an 
opportunity to go over his testimony here, and that the transcript 
be handed him and that he return it at the earliest possible date, so 
as to give him an opportunity to put in whatever other information 
he may have which he has not had an opportunity of presenting this 
afternoon. 

Mr. KEATING. The witness may make such additions in his testi- 
mony as he feels is desirable, within reason, and as will develop his 
views. Of course, no material change will be made in the testimony 
given here, and in that connection, if the committee does not object, 
I would like to insert in the record a communication—a brief—I 
have received from the Metal Trades Association of Chicago, an 
employers' organization, containing an argument in opposition to 
this bill. The secretary of the organization wired me some days ago 
from Chicago for permission to present it, and at that time I 
thought the hearings would end on Saturday and so notified him and 
suggested that a brief be sent. The brief reached me, but I forgot 
to bring it with me this afternoon. I think the secretary of the 
committee has made similar promises to other organizations, and 
if it is agreeable to the committee, as these briefs come in, they will 
be made a part of the record. 

It is essential that this record should be printed as soon as pos- 
sible because we may have need of the record. Therefore, it is es- 
sential that the gentlemen who are revising their remarks should 
get them back here as soon as possible. 

(The chairman (Mr. Keating) submitted the following brief, 
stating that it had been forwarded to him by the National Metal 
Trades Association. M'ith headquarters in Chicago, 111., with the re- 
quest that it be made a part of tiie hini iiif.-!-:) 

[John D. Hlbbnrd, commissioner; Homer D. Snjre, secretary.] 

NATIONAI, METAI, TBADES ASSOCIATION, 
EXECUTIVE OFFICES, PBOPI.ES GAS BUILDING, 

Chicago, III., April 1, 1916. 
Hon. EDW. KEATING, 

Ailina Vluiirmiin Tlovte Committee on Labor, 
House of Representatives, Wnsliini/ton, D. C. 

PKARSIR: Your telegram of March 31, advising me that your committee wishes 
to end the hearings on the Tavenner bill to-day (-•^pr. 1) and suggesting that 
we file our views In the form of a brief to be Inserted in tlie record, and that 
a manuscript of not to exceed .'i.OOO words should be in your hands on or before 
Monday (Apr. 3) was received yesterday morning, and I Immediately endeav- 
ored by telegraph to arrange for the presence of some of our members In Wash- 
Ington'this morning. Telegraphic replies Informed me that the time permittMl 
us to appear was too short to allow necessary arrangements. Moreover, in 
order to get this letter to you by Monday, I am afraid I can not present the 
B,000-word I)rief. 

The National Jletal Trades Association Is deeply Interested in tlie principles 
Involved in the Tavenner bill, believing that the entire country would be vitally 
affected should such propo.sed legislation he adopted. Kegardlcss of .sophistical 
nrgumciit, we nil believe in ethciency. The Government is demanding greater 
efficiency, not only In operations of the various functions of the Government, 
but in the development of our national resources, the operations of our great 
transportation lines, and the conduct of general business. 
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All over the country we are demantllng n higher degree of technical skill in 
the management of State, county, and municipal affairs, and until there is a 
more general Intelligent l;no\vle<lge of just what true etTiclency cnnteuiplntes, 
not only in the production of so many tons of material, but also witli due regard 
to the " liuman element "—for "efficiency " certainly does consider this element— 
the National Metal Trades Association believes it would be of Infinite menace 
and most unwise to adopt ill-considered and half-baked legislation. It is be- 
lieved that action by the Government along these lines would be followed by 
attempts by State legislation to control private business, precisely in the same 
way in which sucli proposetl State legislation followed the action of the Gov- 
ernment regarding the eight-hour day. 

Perhaps In this very brief protest I can do no better than to (piote a portion 
of a letter written by President Uice, of this association, to Senator Henry 
Cabot I-odge, as follows: 

"My opinion of .vour great ability makes me feel that you would wish any- 
one to write you frankly. I therefore say that the letters I have set^n fr(mi you 
show an entire lack of familiarity with what time studies, efliciency systems, 
and bonus and premium payments are. 

" You would do well to visit a flrst-class shop working under such plans, or 
even the Government arsenals, before iil-advi.sed legislation puts a stop to tlie 
work so well begun. I might even refer you to Gen. Crozier's admlrnble state- 
ment ns to the work In ids department, for I can not think you have carefully 
read It, or you would have a better hlea of efliciency methods. 

" In the first place, If there Is objection to the use of the .stop watch, why not 
the objection to the clock? It Is true the hands do not stop when they reach 
32 o'clock, but the whistle blows at the beginning and en<ling of wia-k to mark 
tlie certain pas.sage of time, and from the earliest manufacturer there has 
always been a standard, Indefinite and vague, to be sure, as to the amount of 
work which should bo accomplislietl during the hours of labor. 

" Present-day efTicioncy methods differ not at all in principle but simply In 
theVorking out of this fact. 

" In the first place, bonus and premium payments are made to those who can, 
by their personal efliciency and interest, equal or .surpass the standard times 
In accordance witli the different methods adopted for making i)aynieuts, and the 
amount of the premium depends upon the efTiciency of the man in exactly the 
same way as the testimony of a lawyer or the skill of a physician; it very soon 
becomes paid for by higher or lower fees, according to the relation of such 
skill to others. 

" The use of the stop watch is not, as your replies would indicate ycm thought, 
a method of measuring tlio time it takes each workman to do his task. In 
a large factory of several hundred men there may be but one .stop watch. It 
Is use<l to determine the amount of time spent in the various movements per- 
formed by workmen in the operations under study. 

"To Illustrate very crudely, but I hope clearly, the report will show that in 
the 20 minutes, let us say, which was taken for the entire work on a given 
opi^ratlon, .5 of these were usc^l in .setting up the piece in the machine; .5 were 
used in measuring and caiipering the part to bo sure too nnich was not being 
turned off, and to get it the exact size; and 10 were used in actual machine 
running time. 

" Now, if the efficiency man and the tool designer In cooperation can work 
out a chuck which will enable the workman to put his jiiwe hnmedlntely Into 
its proper place In the machine absolutely central and true, the fir.st r> minutes 
might be cut to 1 minute, or even to 10 or 20 seconds. The cost of such a chuck 
Is figure<l against the cost of the time saved and the number of pieces to he made, 
and it Is de<,'Ide<l scientifically and not by guesswork whether It pays to make 
such a chuck or to continue by the old method. Second, the ij minutes used In 
measuring may likewise be re<luced to a few seconds and perhaps elimlnatetl 
altogether by putting permanent stops on the niaclilne which will prevent the 
workman from boring too deep or turning too far. 

"Against this saving of time is put the cost of this work and the setting up 
of the first piece of accuracy. 

" In addition, the 10-mInute time of actual operation may be split up into 
a study of how long It takes to get off a certain am<amt of metal by one depth 
of cut and a given travel as against other dejitlis and travels, and a definite 
standard Is set up for the workman to follow to Indicate at which speed his 
machine will best perform the work. 
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"Now, witliout such stuilieH, every workinnn will have his own .stniulard. 
and perhaps set and Krind liis tools his own way. Ry the means of time stvuU«9« 
It will be ki\own which is the niost ellieieut way to grind and set the tool for a 
given ple<?e of work. 

"That the workman himself benefits by such studies, Into which he enters 
heartily when he correctly understand.s It, Is obvious. 

" There Is again the use of the watch to determine the best way for the 
workman to perform certain operations and to obtain a standard mark at 
which to shoot. On a premium basis every workman gets his full day's wage, 
and a bonus Is paid In addition If the mark Is reache<l or exceetled. The bonus 
Is in proportion to the result and Ls no different from a commission bonus to a 
salesman. The wages of the workman are his "drawing account" which is 
guaranteed. 

"The payment of bonus and premium is likewise a matter of advantape tn 
the men, both in point of pay and in finding their proper work. It is only the 
stupid and slow who object to l>elng paid according to their ability, if we except 
the opposition of the labor iniions, which Is based—as Is unfortunately the 
whole idea of uidonism—on the dead level of bringing the poor man up and the 
better man down. I'ntil labor unions recede from this position which they 
really u|)hold, although theoretically deny, they will fall to reach the high 
place which they ought to have. 

" In fact, elliclency makes them healthy, luippy. eontente<l. and prosperous 
workmen and they are not only benefiteil Individually, but collectively, he- 
cause greater proiluction in tlie world lessens cost. Increases buying power nn«l 
real wages." 

Trusting that your committee may not favorably report out thl.s bill until 
such time as a more exhaustive presentation of the case can be had, and 
thanking you for the courtesy which you extended us and for your telegram,. 
I remain. 

Very truly, yours, 
X JNO. D. HIBBABD, Commissioner. 
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